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16.

Several federal agencies have set up special units concerned with the dif-
fusion and utilization (D&U) of the research they have sponsored. Activities of four
such DO units were studied: (1).'Division of R&D Utilization, Manpower Administration,
Dept. of Labor, (2) National Institute for Education, Office of Education, DREW, (3)
lesearch Utilitation Branch, Social and Rehabilitation Service, DHEW, and (4) Mental
Health Services Development Branch, National Institute of Fantal Health, DHEW. Com
parative functional profiles of each unit were developed, based on extended staff
interviews, and revised to constitute a consensus "self-portrait." In a second phase
of the project-data on the research utilization networks of two of the units were ob-
tained through mailed questionnaires. Subsequently two "interface conferences" were
convened involving sub-samples of those surveyed in each network study. The authors
develop a theoretical model which describes a resource-user problem-solving dialogue
within which it is possible to analyze all functions and activities of DO agencies.
Communication network maps are presented which include types of information, media,
and flow among key sub-groups. Other findings: (1) research information is rarely
used or sought in crisis situations, (2) attitudes toward DO are dominated by
four ideologies termed "linkage," "user-centering," "RD&D," and "capacity"; (3) the
most important procedural elements in the MU system and the moat cited targets for
system improvement are (a) linkage, (b) adequate diagnosis of the real user need,
and (c) carefia planning and organising of the NU system in that order.
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CHAPTER I

INTRODUCTION, SUMMARY, AND IMPLICATIONS

THE PROBLEM

A growing body of research and thery is helping us to unge-rstandhow
knowledge is diffused and utilized in the social system. Major literature
reviews by Rogers and Shoemaker (1971), Watson (1971) and Havelock (1969),
not only demonstrate an impressive empirical base but also provide useful
frameworks or models which suggest-that a clear and comprehensive under-
standing of these, phenomena is possible.

-The relevance of this growing corpus is espefially evident when we
examine the interface between'policy makers and eRi research community;
federal managers are increasingly being asked to make decisions about social
research funding and social research utilizatton,but they usually lack the
relevant research and theory on which to base their decisions. It is no
longer a question of funding research, per se, but more one of how to organize
an R&D program for maximum pay-off. What projects are likely to have the
most multiplier effects? What projects are likely to impact mkt positively
on the sponsoring agency?...the academic community?...the consume g' public?
What projects result in the most impactful reports with the widest dissemina-
tion and utilization? What projects produce the most positive and negative
second order and long term consequences? These are a few of the many questions
which might pass through the head of a federal manager as he considers the '

value of government sponsored social research. Most such questions in an
ultimate sense are "quality" questions, i.e., they seek to know which projects
are "hood" and "bad," "important" or "trivial," "useful" or "non-useful,"
"helpful" or "harmful."

However, "quality" in the usual sense is not the only important question
to ask about a research project. Increasingly we are becoming aware of the
fact that "goodness" by itself does not guarantee utilization. For this reason
several, federal agencies have set up special units concerned with the diffusion
and utilization (D&U) of the research which they have sponsored. Many of
these DO units have developed elaborate,strategies" of demonstration, network
building, specialized coordinator roles, etc., on the assumption that such
specialized mechanisms will accelerate the flow of knowledge.

Some of these agencies have also supported applied research and evalua-
tiontion studies on the own dissemination efforts in the hope of arriving at
more effective strategies. For example, the National Aeronautics and Space
AdministrAtion has commissioned studies to evaluate its Technology Utilization
program, (Arthur D. Little, 1965; Denver Research Instatite, 1967), and the
Offie-of Naval Research has sponsored a study of .the transfer and utilization
of the behavioral research it has sponsored over a number of,years (Mackie
and Christensen, 1967):: Such studies generally arrive. at dismal conclusions

aindicating the inadequacy of various mediating and translating mechkirsms,
Lhe absence of human elements, "warm terminals" to negotiate the questions of
potential users, and as often as not there is an underlying suspicion that
the research or development work which is being "diffused" is simply not,
relevant or useful to anyone.
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A few projects have also been undertaken to design and execute diffusion
field "experiments" in which particular "good" or "excellent" projects are
demonstrated and promoted in various ways (e.g., Fairweather, 1973; Glaser and Ross,

\ 1971; Glaser, et al., 1966; Richland, 1965). Such studies have had mixed
results but-have been helpful in pointing out the,range of diffusion approaches
4hich can be undertaken and in demonstrating that such efforts can be
documented and evaluated to determine what combinations of media and methods
are.most.effective for particular target audiences.

To date, however, there have been no studtes which have attempted to
relate federal diffusion strategy to a systematic body of research and theory
such as represented by Rogers or Havelock. Moreover, no studies have so far
compared DU strategies across a number of agencies. The project on which
we will report here was undertaken to fill this gap. Its aim has been to
examine the strategies and assumptions of four agencies responsible for DO
programs to compare 'these strategies and assumptions with the patterns of
flow and utilization which ultimately result from them.

It may be easier to grasp the complexities of the research problem to
which our study is addressed if we portray a number of the organizational
elements in relation to each other graphically, as in Figure 1.1. This diagram

[Insert Figure 1.1 here]

shows several subsystems, with the research, funding, and client agencies
playing the major role in the generation and flow of information. The model
also sketches the linkages or communication paths between and among these
subsystems. Traditioha;ly, in the days of "little science" (Price, 1963) the
research project or producer'himself was the center of three fundamental
research processes: the instigation or motivation for conducting research,
the actual conduct of inquiry and discovery, and the dissemination of results.
The model in the figure shows where we have coMe'since; with the growth of
"big science" the thiee functions may_ now be divided among three different
systems: funding sources may Instigate and speciTTITWtype of research to be
done; diffusion agencies may make the results known; while the research agency
still retains its traditional role of discovery. The splitting of roles
is itself a consequence of the growth of science, one which has resulted
in more complex structures and in the one central fact that the many different
systems must now communicate effectively with each other i'n order for science
to continue to produce utilizable and utilized knowledge.

The figure also indicates the principal organizational' affiliations of
those who have had inputs to our data'gathering processes.

-2-



FIGURE 1.1 An Crganizational Skeleton of Federal R&D
Communication: One Pattern Emerging in the 1960's

Polic

Re-

search
on Dissem

Dissemination
Agency

Other
Research
,Agencies

Research,
Agency

Client
Agency

Client Client
Agency Agency

Note: Linkages between subsystems are represented by arrows, which may stand
for either uni- or two-directional communication. For example, we have illustrated
the research agency in contact with two clients directly; one of these has
request and/or feedback communication with the research producer, while the
other has no return link.
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During the middle and late 1960's while this configuration was emerging
in sev.aral social problem areas, an informal inter- agency group wet organized
to discuss various aspects of dissemination and utilization policy and strat-
egy. This inter-agency seminar included interested persons from half a dozen
agencies including at various times specialists from the National Science
Foundation, the Office of Economic Opportunity, the Department of Labor, and
various agencies of the Department of Health, Education, and Welfare. Its

meetings were held at irregular intervals with invited speakers, representing
various D&U research and theoretical perspectives; the list included most of
the outside experts that each agency had separately relied on to help establish
its own strategy, including such persons as E. Glaser, R. Havelock, R. Lippitt,
W. Piisley, E. Rogers, and others.

The seminar had the effect of creating an invisible college of persons
in and out of government with a common focus of interest. Each agency had
an opportunity to exchange with others on what strategies they were following,
and at the same-time they made their own research grantees and contractors
aware of similar problems in other government agencies.

The seminar was sustained primarily by the persistent interest and effort
of key members of four of the agencies involved, and it was in large part for
this reason that these four were approached with the idea of a comparative self -
diagnostic

410
project and agreed to participate with some enthusiasm. Thus In

a real sense this project began informally some years before the Manpower
Administration awarded the contract to the University of Michigan which has
made this report possible. Indeed, the formal project was organized with
the clear expectation that it would revitalize the seminar and provide a basis
for future discussions and mutual planning of improvements in all four systems,
and other systems which in the future might see fit to join them.

The four agencies which joined in the project were:

a. The Division of R&D Utilization, Map;sawer
Administration, Department of Labor.

b. The National Center for Educational Communication
(NCEC), Office of Education, Department of Health,
Education, and Welfare.

c. The Research Utilization Branch, Sacral and
Rehabilitation Service, Department of Health,
Education, and Welfare.

and d. The Mental Health Services Development Branch,
National Institute of Mental Health, Department,
of Health, Education, and Welfare.

-



Such is the nature of things in a federal birreaucracy that some of these
organizations underwent various transformations while we were studying them
and then even while we were writing up our findings. Thus, as we write in
the fall of 1973, the NCEC no longer exists as an organizational entity while
its functions and most of its staff have been absorbed in the newly created
National institute of Education; most of the NCEC activities described in
this report are being carried on at a maintenance level, but funding cutbacks
are in prospect and the future direction of NIE DUI policy is uncertain. The
SRS Research Utilization Branch was elevated to the status of "Division" soon
after our study began, but here, too, with another leadership upheaval, D&U
policy is being reappraised once more and the future is equally uncertain.
Other changes, of major and minor i .port, have taken place in all four agencies,
making the task of analysis more dirficulit and the specific findings and
descriptions inevitably somewhat dated. Hence, what we have here is a kind
of snapshot taken at a point of time in the recent past when there were four
agencies of government trying to do roughly the same kinds of things; it can
provide some ideas of the range of activities which can form a part of a
DO strategy, but it is definitely not a handbook or an official representa-
tion of what any of the agencies are now doing and plan to do in the future.

The design and execution of the project was entirely the responsibility
of the Michigan project team headed by Havelock and Lingwood, but it did work
in regular consultation with each of the agency staffs and with the approval
and support of a study group comprised of Judah Drob of the Department of
LaLor, Howard Davis of NIMH, Thomas Clemens of USOE (now of NIE), and George
Engstrom of SRS.

The original objectives as stated in the proposal were as follows:

1. To examine and describe the assumptions and strategies
of four federal agencies with regard to the dissemination
and utilization of contracted research and development
projects.

2. To assess and compare perceptions of actual communication
patterns and impact from diverse perspectives of sponsors,
researchers, and users.

3. To create an opportunity for inter-agency reflection
and analysis of these policies and their effects.

The great bulk of funding for the- project was provided by the Manpower
Administration which also awarded the contract. Some funds were also trans-
ferred to MA by the NCEC.

Because of the central role played by the Division of R64) Utilization
in the Manpower Administration and by its director, Judah Drob, in inspiring
the project and assisting in its development, we have been at special pains
to discuss implications in terms of application by that unit. On the other
hand, as the stated objectives indicate, our prime purpose has been to shed
light on the nil process in general and to derive implications for managers
of Ogli at any level of government and in the private sector.

-5-



II. METHOD AND HISTORY

The project was initially planned as a 15 month effort divided into
three phases. The first phase would be diagnostic-descriptive, a documen-
tation of what each unit was now doing or trying to do. It would be based
on extended interviews with all staff in each unit and would lead to
comparative "profiles." The second phase would consist of four parallel
network surveys, sampling from the subsystems represented in Figure 1.1,
and eliciting perceptions of DO process information needs, and suggestions
for improvement. The survey data would be enriched and confirmed by the
convening of four parallel "interface conferences" involving a sub-sample
of representatives from each Figure 1.1 entity, involved in live interaction
and reaction to the survey and Phase 1 findings. The third phase would
involve analysis, write-up, and report back to the inter-agency seminar.

Although this plan was followed in broad outline, it could not be
implemented in all its dimensions due to a combination of circumstances.
The following narration indicates in a little more detail the approach
followed and the reasons for the changes in direction and emphasis that were
made.

A. PHASE I: THE AGENCY PROFILES

Each of the federal agencies participating in this project had had a
number of years' experience in planning and sponsoring dissemination and
utilization activities, grants, and contracts based on research or develop-
ment work previously funded by themselves or their parent agencies. Over
these years of experience, all cooperating agencies had experienced both
success and frustration in attempting to fulfill their mission and had
arrived at reasonably well articulated rationales for their unit's current
activity and general position as regards DO. In the first phase of the project,
the CRUSK team interviewed key personnel from the units in depth to obtain a
reasonably complete and uncritical portrait of each unit's operating philosophy.
Once committed to paper, these descriptions were shared with each agency and
checked for errors, misperceptions, and general acceptability as accurate self-
portraits.

Collecting the information was simple enough, and this aspect of Phase I

was accomplished smoothly and on schedule. What proved more difficult was
developing a coherent framework which would allow complete description and
comparison of the four agencies, function by function. To this end, a model
was developed and elaborated into a series of activity categories.

A special meeting was then held with the four-member study group in
Washington to review this schema and to add or revise segments of it so
that a satisfactory fit could be made to each agency. In this manner some
degree of consensus was achieved.

Subsequently_all the descrIptIve_naterial from the agency Interviews was
coded into each category of the agreed-upon schema to form detailed portraits
which could be compared, function for function, in a side-by-side format.

"each detailed portrait was further. checked for completeness and accuracy with

-6-



all key members of each agency. The total cycle was far more time consuming
and costly than had originally been conceived, although the study group
members agreed that the approach followed was desirable and the product use-
ful. The results of Phase I are reported in Chapter Three and Chapter Four.

B. PHASE 11: THE RESEARCH UTILIZATION NETWORKS

The configurations of Figure 1.1 suggested the necessity of examining
DEX from many different perspectives if we were to understand what really
takes place in the flow and utilization of research in a total systems
context. In Phase I we had begun with the sponsor agency's perception of
the structure and process it oversees. In Phase II we planned to examine
DO from the perspective of the other systems involved: those who actually
produce research knowledge, those who disseminate it, and those who ultimately
use it.

Information on these different perspectives was to be gathered in two
ways. First, we intended to interview representatives of each of the Figure 1.1
subsystems to obtain their separate perceptions of how information flowed in
the system, the roles played by different groups, the barriers and facilitators
of utilization, and the strategies and procedures that were most effective and
most widely practiced. The remainder of the data were to come from a conference
of selected informants from each subsystem. This conference was to be speci-
fically designed to explore 06,11 patterns and interface problems among repre-
sentatives of all four subsystems involved,as surfaced and implied by the
interviews.

The original plan called, in effect, for four consecutive or parallel
interview surveys followed by four consecutive or parallel conferences.
With Phase 1 running behind schedule and absorbing a large share of the
planned and authorized budget, these ambitious plans had to be modified. An
effort was made, first of all, to augment the budget through contributions
from each participating agency (not including the Manpower Administration which
had awarded the contract and had absorbed all costs up to that point). All
study group members were in favor of contributing to the project, but none
were able to respond.* This occurrence, in itself, is probably instructive
in illustrating the difficulty of inter-agency collaboration on a formal basis
even wheA strong informal interpersonal linkage exists and is able to provide
a strong rationale for action.

In any case, the inevitable consequence of these events was a cut-back
in project plans and an agreement to move forward with network surveys and
conferences in two of the four agencies (MA and SRS). The interview proce-
dure for the start-up of Phase II was also found to entail costs beyond the
budget capability, and for this reason, a mailed questionnaire was substituted.

*A modest contribution from NCEC was subsequently made via a transfer to
MA but this was used to reduce the MA share rather than to augment the pro-
ject.

7-



Separate sub-projects with separate budgets were then planned to complete
Phase II work with NIMH and NCEC. With the demise of NCEC such plans
proved unrealistic, but a formal proposal was submitted to NIMH with the
encouragement of Dr. Davis. At this writing, no action has been taken.
The major results of Phase li are reported in Chapters Five and Six.

C. PHASE III: INTEGRATION, COMPARISON, REPORTING

Particularly where new approaches are being taken, new methodologies
tried, and new areas of knowledge explored, the interpretation and write-up
of results are probably the most important project tasks. This was
certainly the case here, but this fact was not adequately accounted for in
the project time line. Hence, while Phase II was completed only about two
months behind schedule, Phase III has consumed ten months instead of a planned one
month. Regrets and apologies are due the sponsor and to the cooperating
agencies on this account.

The CRUSK team was called upon for this mission in large part because
of their past work in pulling together and summarizing the world literature
on planning innovation and disseminating and utilizing knowledge. (Havelock,
et al., 1969) An important aspect of this work was Cie derivation of al-
ternative models of Dill which have been used as interpetive filters and
guides to understanding specific D&U events, activities, and strategies in
various fields. A large part of the mission tor this project was therefore
to apply these same analytical tools to four wide-ranging and cv9plex federal
agency "strategies" as perceived by the agencies themselves and by others. The

results of this theory vs. practice comparison are reported in Chapter Seven.

Finally as part of this project, we were anxious to generate fairly
specific and detailed suggestions of how an agency could improve its function-
ing. Many such suggestions we hoped to derive from the respondents, themselves.
either via interviews or in the course of the interface conferences. On the
whole, these suggestions fall snort of our hopes, partly because we may have
under-rated the difficulty of the task and the amount of concentration and
creative imagination that it requires. In any case, a great deal of time
has been expended in exploring action alternatives by the principle investi-
gators, themselves, and these are reported both in the last sectionof this
chapter and in Chapter Eight. They are intended not as hard-and-fast recom-
mendations, but as a cafeteria of possibilities from which each agency might
choose according to its own current sense of priorities.

One last point should be made about the write-up phase. After this
project was well underway, the Social and Rehabilitation Service came forward
with an additional grant to the senior investigator to develop alternative
models of a research utilization system for SRS. The grant called for the
performance of an entirely separate set of tasks leading to a report of a
different nature, but each project has been helpful in providing insights
for the other. In particular, the SRS grant allowed us to carry our appli-
cation of the schema to a point of far greater sophistication and complexity
including an application to the functioning of five well-known federal infor-
mation services. Because of this cross- fertilization,we have felt justified
in including an important segment of this analysis as a part of this intro-
ductory chapter under the heading: "One System Concept: Eight Operational Modes."
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III. SUMMARY

A. ORGANIZATION OF THE REPORT

The remainder of this chapter will (1) provide an overview of our
findings, (2) offer a fresh perspective on the whole question of DSU manage-
ment derived from the problem-solving linkage model which evolved in this
project, and (3) suggest some specific steps that could be taken by the
Office of Research and Demonstrations of the Manpower Administration to
improve its operations in R&D utilization.

Subsequent chapters are organized as follows:

Chapter Two presents a description of each of the four D&U units in
the context of their agencies. Units are described in terms of legislative
mandate, purpose of research and utilization activities, origin, hierarchy
in the larger organization, present operations, other agency D&U efforts,
knowledge base, and audiences.

Chapter Three serves as an overview to the problem-solving linkage
model developed for this project and as an introduction to the more detailed
analysis of the four D&U units. It also includes a section suggesting various
ways in which the model needs to be qualified and expanded if its applicability
to diverse D &U phenomena is to be understood.

Chapter Four compares and contrasts the four DSU units on each of the
six DO functions presented in the previous Chapter. The first section entails
a short summary of each agency's work in each area of the model. The second
section presents a more detailed description of each agency's activities as
compared with each other and with a theoretical "maximum" for an effective DO
unit. st)

Chapter Five contains the analysis of the data obtained in the second
phase of this study, the pilot questionnaire surveys of MA and SRS. This
linkage analysis concentrates on the information network, media preferences
in the network, information needs in crisis situations, and unmet information
needs In each agency.

Chapter Six provides a documentation and evaluation of the two interface
conferences. Both the SRS and MA conferences are discussed in terms of partici-
pation, design, group process, and evaluation by participants and staff. Con-
ference products developed by the participants are included.

Chapter Seven analyzes interview and questionnaire responses in terms of
past theories of DO and principles of D&U derived from past research.

Chapter Eight attempts to bring together our observations from the four
agencies, the two surveys, and the two conferences to summarize and to derive
implications for action, following the six major categories of analysis. The
pros and cons of 30 specific alternatives are weighed.
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B. OVERVIEW OF THE FINDINGS

It is a little difficult to make a tidy package out of the findings of
this study for a number of reasons. Very diverse methodologies were employed
at different stages, and many pathways were explored partly to see if they were
explorable. Hence, the results are always tentative, always based on small
unrepresentatlye samples, case studies, subjective reporting. This is not
said as an excuse, but only as a comment on the state-of-the-art and a warning
to interpret what is said in the next few pages cautiously as something more
than raw speculation but less than hard scientific fact. Here are ten
general points which stand out and can serve as a kind of summary of what we
have learned.

1. During the 1960's Support of D&U Emerged as a Function of Government
Distinct from R&D

Four government agencies which had supported research development
and demonstration activities In various disciplines over a number of
years have come to recognize the need for dissemination and utilization
activities planned, organized,and managed as a separate function from
the processes of knowledge creation, research, and development. Roughly
over the period from 1964 to 1972 separate units representing a variety
of D&U functions have emerged, first as "dissemination" units, later as
"utilization" units. Over these years, they have gradually increased
in visibility, status, and disposable resources and have rapidly in-
creased in complexity, variety, and sophistication of activities. (Primary

evidence for this set of propositions is contained in Chapter Two and
Chapter Four.)

2. It is Possible to Analyze All Functions and Activities of D&U
X-TO-A-in Terms of a Confl urational Model of Resourcer-User
Pro em-So v ng a ogue

All participants in research, development, dissemination, and utiliza-
tion activities can be understood in either "users" or "resourcers" in
the various transactions that make up their collective enterprise. Each
of these transactions can be interpreted as a dialogue conducted for

FIGURE 1.2 The Problem- Solving Dialogue
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the purpose of solving a problem of one party, "the user," by matching
his need or problem situation, with ideas, facts, skills, materials,
or products held by the other party, the "resourcer." Two acts of
information transfer are vital to the successful consummation of the
dialogue, namely the communication of need information from the user
to the resourcer and the communication of solution-relevant information
from the resourcer to the user. Figure 1.2 illustrates the configura-
tion in its simplest terms. The dialogue can be applied with equal
meaningfulness to transacting at the micro level between two individuals
In a short space of time and to transacting at the macro level between
communities of user and communities of resource persons. At this macro
level the model was found to fit the functions of four federal R&D
programs as "resourcer" systems in relation to broadly defined "user"
systems of practitioners and policy makers in given need domains.

3. The Manner In Which Each of the Four Agencies Manage the
Prob em-Solving Dialogue is Distinct but Comparable with
the Others

An essential first step in any quasi-scientific exploration is
definition, a second step is description, and a third is comparison.
We feel that it is a signal achievement of this project that we have
achieved all three with respect to a very broad and complex set of
phenomena, namely events or acts in the generation, transformation,
dissemination, and utilization of research knowledge. The many pages
of detailed side-by-side analyses in Chapter Four are the principle
testimony to this achievement. Yet we recognize that these comparisons,
detailed as they may appear to be, are only the beginning of a rigorous
analytic comparison which might specify all events within a specified
time period, number of persons involved or affected, costs of labor,
materials, etc. The point of the comparisons we have made is to illustrate
that such is possible even while conforming to a logical sequential con-
ception of the larger process within which particular molecular events
are embedded.

Ii. It is Possible to Generate Communication Network Ma s Which Include T es
o In ormation, Media and F ow ng Key Sub-groups o a Larger System

From two very modest questionnairo. surveys we were able to construct
comparable flow diagrams for the information-systems represented by
the SRS and MA utilization units and the most salient role groups to
which they related. These flow diagrams appear as Figure 5.1 and 5.2
in Chapter Five of the report. From them we derived a number of
hypotheses and pinpointed a number of gaps and discontinuities which

/Seem worthy of further exploration. The fruitfulness of a network
mapping approach is strongly suggested by the pilot data which we have
been able to analyze here.



5. Research Information is Rarely Used or Sought in Crisis Situations

In spite of a general recognition that research information is
more valid, reliable, and useful than other types of informatidn, it
is rarely mentioned as being used or sought after when professionals
in these networks are confronted with crisis situations in'their every-
day working lives. Most of those surveyed dealt regularly with research
as a routine part of their work. Despite this fact they tend to rely,
heavily only on information easily available within their own immediate
work environment when they were in a crunch.

6. Grou s in the Network Stud Often Mention a Need0for More Evaluative
and Research Information

The pilot survey respondents indicated two categories of information
as needed, beyond the amounts they are now receiving: these are (1)
evaluative, performance, or statistical data, and (2) research informa-
tion. MA respondents mentioned needs in the first category more often
than they mentioned a need for research. In SRS we found Just the
reverse.

7. Attitudes Toward D$U are Dominated by Four ideologies

By examining responses to 20 diverse "procedures' statements
from all respondents in all four agencies, it was possible to discern
four distinct clusters of attitudes best characterized by the phrases
communicate and collaborate" (Linkage), "help the user where he's

at" (User-Centering), "plan and organize systematically" (RD&D), and
"invest heavily" (Capacity). No one of these ideologies is dominant
in any one agency and together they represent the main areas of con-
cern and focal points for improving D&U process generally.

8. Links e is the Most Im ortant Procedural Element in the D6U
System and t e Most C ted Target for ystem Improvement

Of the 20 procedural items,"collaboration and cooperation between
researchers and users to find and adapt what is useful" was consistently
rated as most important and most discrepant from the existing situation.
Linkage issues were also cited most frequently in interviews as matters
of concern. There is widespread acceptance of the view that communication
should be a two-way process and widespread concurrence that this is too
often not the case.
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9. Adequate Diagnosis of the Real User Need is the Second Most
Important Procedural Element in the D6U System

It is clear that the communication of needs from users to the
R&D community is at least as important as communication of findings
to users, and the two activities must be related to each other.

10. Carefull Or anizin the D&U S stem to Achieve Linke e and User
Relevance Is a Third Most Important Procedure Element and Target
for improvement

Most respondents agree that D&U activities are amenable to improve-
ment through systematic planning and organization, and they endorse the
effort to devise improved ways to make the "system" function as a
system.

C. WHAT IS A D&U SYSTEM?
ONE "SYSTEM" CONCEPT: EIGHT OPERATIONAL MODES*

One of the major products of this study is the framework for Dal
functional analysis described in Chapter Three. The framework emerged from
our earliest extended interviews with the four D&U unit heads and represents
an attempt to encompass the full range of D&U functions they each described
within a single model, a model which makes sense both descriptively and
logically. Subsequently, we "tested" the framework by describing and coding
all activities of each agency within the categories of the framework (as
displayed in Chapter Four). Each detailed "case study" so derived was
rechecked with the staff of each unit in extended feedback review, sessions
lasting from 4 to 8 hours. Revised drafts were then prepared reflecting
input from these sessions, so that the final drafts appearing in Chapter
Four should reflect a shared perception by the project team and the D&U unit

representatives.

*This analysis was prepared in the fall of 1973 by R. Havelock as part of
the project "Knowledge Utilization Systems for Federal R&D Programs," under
a grant from the Social and Rehabilitation Service, Department of Health,
Education, and Welfare. It is included here because it builds directly
on the model developed for this project and forms a useful starting point
for thinking about action implications.
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This consensual validation procedure was an important aspect of our
work; it should be admitted, however, that the basic outline of the model
emerged not inductively from any initial tabulation of agency activities,
but rather from a theory of knowledge utilization evolving in our work over
an 8 year period. The core concept in this work has been the problem-solving
"link" or dialogue as illustrated in Figure 1.2. The elaborated model based
on the "link" serves.its purpose well as a gross cataloguing schema for D&U
activities as demonstrated in Chapter Four,but many readers will feel that
it doesn't give them much of a feel for specific operational realities,nor
does it provide too many obvious buttons to push to make their own "systems"
work better. If these are defects in the approac, tas.an, we believe that
they are correctible through elaboration and extension of the basic "link"
concept and through application to each of the subfunctions. This work of
extension and application will have to be carried on largely by the agencies
themselves because of their separate emphases, priorities, and working styles.
However, we can make a suggestivi start, and will do so first by proposing
eight alternative subsystems to achieve different D&U objectives. This
discussion will be a foundation for the last section of this chapter Ir.
which we will try to spell out some operational steps which might be taken
now by the Manpower Division of R&D Utilization to improve their function-
ing.

When we talk about a "total" system for societal problem-solving via
research, development and R&D utilization, we are usually talking about at
least eight types of services, each with a separate special function but all
sharing a general set of goals regarding knowledge-based societal change
and also in many instances sharing structural elements. The eight types of
services which seem most obvious from cur study are as follows:

1. A Coordinated Mission-Oriented R&D Program
2. The R&D Product Dissemination Service
3. The Knowledge-Based Problem-Solving Consultation Service
4. The Instant Response R&D Retrieval Service

5. The Rapid Response R&D Report Service
6. Continuous Flow Dissemination
7. User-Centered R&D

and 8. Natural Network Nurture

-14-
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Let us consider each of these in turn very briefly.

1. A Coordinated Mission-Oriented R&D Program

There is some truth to the adage "build a better mouse trap
4

and the
world will beat a path to your door." Thus, a very high quality product
which is directly responsive to important and well-recognized societal
needs will probably find a ready market through national communication channels
or through the most straightforward and simpleminded dissemination process.
Hence, in special cases, there is some logic in focusing attention exclusively
on relevance and quality of the product rather than on other aspects of a
comll7WFWMkage cycle such as "need communication," "transformation,"
"transmission," "user helping," and so forth. This is particularly true in
cases when the innovation which is being developed will have very high re-
lative advantage (ratio of perceived benefit to perceived cost) and very high
visibility of results. While none of these conditions generally holds true
for the types 'of R&D undertaken in the behavioral and social science areas
(and for the R&D with which our four agencies are primarily concerned), the
approach may yet be a useful model for tackling some kinds of problems. This

may be the case particularly for social experiments undertaken to answer
specific policy questions such as housing subsidies for the poor, income
maintenance, work incentives, and so forth. With these projects, the need
has been articulated by social scientists and politicians over a number of
years. The research contracts, themselves, are large and partly for that
massy' alone attract the attention of the press and professional communities
in the area. Most importantly they are dictated by a relatively small number
of.policy makers at a high level who have a direct interest in the results.
Under these conditions special efforts or strategies to disseminate findings
are hardly necessary.

On the other hand, the number of projects that can fit this mode are

small. Most problems are not clearly articulated and solution alternatives
are complex and many, most not amenable to experimental treatment either
because of the cost or the lack of an appropriate test situation.

[Insert Figure 1.3 here]

Figure 1.3 may suggest some of the dynamics of the mission oriented R&D
program. Major decision and communication points involve relatively few
people and clear impactful messages. In the largest sense, however, this
"system" still follows the problem-solving cycle from public needs to R&D,
solution transmission and utilization. The most intense dialogue and re-
cycling takes place within the R&D process, itself, where first prototype
development work leads to further research on specific "bugs" and testing
leads to redevelopment cycleswuntil a final test provides unequivocal
empirical evidence that the Innovation works.

The need sensing process is a very political one. Past research can
play an important supplementary or contributory role but is not essential
and sometimes ignored or downgraded as not problem- or situation-specific,
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FIGURE 1.3 A Coordinated Mission-Oriented R&D Program
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not relevant or out-of-date. media and sundry dissemination efforts
may also play a subsidiary s9nergtc role in alerting the public and non-
participating decision makers to what lies ahead but this, too, may not be
seen as essential. "Utilizatlon" as a problem may also be downgraded because
standatd political-legal-administrative action is seen as sufficientto bring
the change about.

Much of what is popularly conceived of as "Important" or "interesting"
research and development on social problems follows this route,flicluding such
items as "Sesame Street," "Performance Contractlng," and income maintenance,
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and housing subsidy experiments. In general, such projects are set apart
from whatever broad-based R&D effort the agency might otherwise have, and
the types of D&U units we have been studying play no role in their dissemin-
ation, implementation, or utilization.

We believe, nevertheless, that an active and aggressive D&U unit could
play an important educating role with respect to such schemes, partly through
pointing out the need for more sophisticated, multi- faceted and synergic
need sensing, resource retrieval, dissemination, and utilization activities .

It is also possible to carry out relatively modest and unpublicized
projects following the same basic pattern, provided that the intended users are
a 'relatively small 'and clearly delineated group, provided they have a very
clearly articulated and circumscribed need, and provided that one agency of
government has full authority to support integrated research, development,
dissemination, and utilization activities. Such an arrangement would.con-
stitute what we described in the model as one form of "microsystem building."
Such projects are generally fraught with difficulties,, however, not the
least of which is budgetary. While the giant well-publicized projects some-
times provide a good demonstration model of how a complete cycle of RD&D can be
actualized, they provide a poor model for smaller projects in terms of cost.
The development phase, in particular, is very expensive if it is done right;
it also requ.ires an aggregation of talent which is rarely available to less
glamorous enterprises. Furthermore such projects, however well conceived, can
fall victim to larger events in the culture, such as recessions, wars, budget
cuts, etc., so that the kind of total project planning control originally
assumed is not in fact the case. Major problems for smaller projects may only
come clearly into focus at the utilization stage when most of the money is
spent and time is running out; since the projects are initiated at a relatively
low level without widespread popular support or media coverage to act as
"synergizers," the would-be implementers must rely almost exclusively on the
user-perceived intrinsic value of the innovation alone. There is little or
no political, legal, or administrative power to back up the change and no
social pressure either.*

2. The R&D Product Dissemination Service

It is neither necessary nor usually desirable for one unit of government
or one R&D organization to have rosponsibility for all phases, of the societal
problem-solving loop. In fact, three of the four agencies we have studied
wereoriginally organized to take responsibility only for transformation; and
transmission of completed R&D products.**As these units developed a more
sophisticated view of their function, they expanded into utilization and user
helping and in some cases' into need sensing and influencing the R&D process
as well. Nevertheless, a strong case can be made for a unit which operates
entirely in the dissemination mode, provided (a) that there are a reasonable
quantity of R&D products worth disseminating, and (b) that the dissemination activi-
ties are well planned, meaningfully targetted and operate in a manner which

*This appears to have been the kind of situation which confronted the University
of Michigan Manpower Laboratory in attempting to develop and install improved
organizational management procedures in employment services.

**The NIMH unit is the exception.
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is esponsive to genuine user needs. Of these the first qualificatiod is

i
,..per aps the most important, for while an ineffective program to disseminate

goo :products is fiustrating and disheartening, an effectitie program to
disseminate bad products can be disastrous. Nevertheless( a D&U,unit i en
placed by higher authorities in the-position of selling a product, and if
this is the casetwe believe that they can operate a meaningful,- safe, and
effectivetprogram within the limitations set. Figure 1.4 partly illustrates
the situation.

FIGURE 1.4
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Again reading this figure clockwise from the "Target Population," we
assume, that many constructive steps have gone forward in the past (dotted
areas) leading up to the point at whizh the Dissemination Service takes over.
Generally speaking, for many problem areas these are not wild assumptions;
wherever a broad, loosely defined, and reasonably well financed research
program has been in existence for a number of years (which is ...ertainly the
case for mental health and education), we can reasonably expect that various
activities have taken place correspondi. y to steps "1," "2," and "3."
Usually they will not have occurred in a well organized, sequential, and
integrated fashion, but there will be enough science-based relevant infor-
mation available to make a dissemination program worthwhile.

Nevertheless, when the Dissemination Service takes over it must begin
by recapitulating the first stages of the problem-solving cycle for three
reasons: first, because the current need situation may be quite different
(but usually not totally different) from the need situation when R&D activity
was first undertaken; second because it cannot take for granted that all
.available products are equally meritorious; and third, because it needs in-
formatio' on needs and on the innovations to design the appropriate strategies
of transformation, transmission, and user helping. Hence, activity steps "4" and
"5" have to be included as integral parts of the Dissemination Service system.

, Step "4" in this kind of service may consist mostly of a market researchY
operation in which the demand-potential of various existing R&D products Is T

assessed by panels of representative users. The primary purpose of such
assessments is not to influence new R&D but to guide selection and relevance-
screening from the existing resource universe (Stage #5) and to indicate what
sorteof transformations will be required for which audiences (Stage /6).

We have left'rn abeyance any consideration of how the Dissemination
Service initially acquires or receives candidate products for dissemination..
Usually these will be items derived from the-larger agency's RiD program, but
this is not strictly necessary, provided the items have clear relevance to
designated target populations. It may also be that for very large R&D pro,-
grams a separate search activity will have to be conducted to bring in a
sufficient quantity and variqy of products.

Step "5," "R&D product screening and reassessment" is extremely
important for several reasons: first, the economics of effective dissemination
are such that only a few products can receive a full Stage 6 through 10
treatment. Hence, only the highest benefit, highest quality, and highest
releyance !teals can be chosen, assuming a limited dissemination budget. Second,
the widespread dissemination of ineffective producti gives the Dissemination
Service (and the R&D program as a whole) a bad name, turning off potential
users from future innovations. Thirdly, even quality products which are
directed to the wrong audiences cal have similar negative consequences.
Fourthly, there may be some products which could do major harm to users or (

to the society, either via their primary intended effects or through second-'
order consequences. Finally, a screening operation is necessary to provide a
comparative basis for evaluating a range of products, since in nearly all cases
the original "evaluations" and "field tests" performed as part of the R&D
process will have been done on a product-by-product basis and in most cases
will not have taken into account "disseminability" criteria.
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Most of the above considerations entered the picture when the NCEC
initiated a special dissemination program for the products of Educational
Laboratories and Centers. Among the four agencies studied, this effort
represents the nearest attempt to organize a complete dissemination service.

Once products have been identifiedscreened and selected,certain types
of transformations are almost always in order before effective communication or
transfer to users can take place. This usually includes the preparation of
brochures summarizing the product's objectives, components, evaluative data and
endorsements, and displaying this information clearly and In a way that attracts po-
tential users without misleading them. A dissemination "package" may include differ-
ent types of material for decision makers with different roles or at different
levels in target user organizations. It may also include film strips, slide-
tape sequences, sample materials, or other multi-media segments. While
the Dissemination Service can hope that much of this material will have been
prepared by the developers long before they get the product, they can never be
assured of this and should therefore be prepared to undertake such transforma-
tion 'activities.

Following transformation, a fully effective dissemination program for
any product requires a carefully planned, timed, and coordinated approach
involving Stages 7, 8, 9, and 10 of Figure 1.4. The mass media efforts
(Stage 7) may consist primarily of announcements of the product's availability
in the professional journals or magazines with highest readership among the
most salient practitioner group. Preferably these are in the form of news 411
releases or special feature stories, but advertisements should not be ruled
out. Mailing of brochures is also desirable if suitably target-representative
mailing lists are available. These media efforts have several purposes, the
primary one being to create general awareness of the product, its purposes, and its
promises. Secondly, the media effort should attract the first level of inquiry
and hence the initial examination of the product by media-oriented innovators.
While these innovators are usually not typical or representative of the target
population as a whole, they do provide a point of entry and an initial reaction
which signals later problems or opportunities to the dissemination staff. A
third function of the media campaign is to alert opinion leaders and higher
level decision makers in the target population prior to or in support of special
dissemination events aimed in their direction (Stage 8 in Figure 1.4).

Specialized targetted events may consist of specially convened conferihces
to which opinion leaders and higher level decision makers are invited, preferably
to attend in teams representing their organizations or localities. These sessions
would also include researchers, developers, and disseminators, and there should
be 9pportunities for complete display of the products with take-home samples
'Aare possible, as well as opportunities for informailon exchanges among users
and between users and resource persons.

Either in conjunction with or subsequent to these special events the
dissemination staff should present demonstration activities or events appro-
priate to the product (Stage 9 of Figure 1.4). Although the nature of these will

vary substantially with the type of product, such demonstrations should display
the product in successful operation in a situation which viewers can consider

,typical or directly similar to their own. This will often but not necessarily mean
that the demonstration sites will be localized. Target population representatives
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should again be invited in teams, including those practitioners who would
be directly involved in implementation.

Demonstrations should be followed up quickly with some sort of direct
consultation services (Stage 10) to those interested in making trial adoptions
Such consultations have several functions vital to successful utilization:
e.g., (a) they provide a continued source of informational input on the pro-
duct; (b) they provide an opportunity for assessment of the true situation of
the user and the relevance of the product to him; such consultants should even be
in the position of dissuading certain users from adopting certain products if
their inspection of the user's situation so suggests ; (c) they provide an
important source of personal motivational support for taking a chance on some-
thing new; and (d) they provide help on problems of adaptation and implementa-
tion which many users will not initially be sensitive to at the time of the
demonstration.

One final set of functions,"D&U monitoring;' (Stage 11) is essential to
a dissemination service because it completes the problem-solving cycle and
provides feedback to each of the other functions. All activities of a dissem-
ination service should be governed by accurate knowledge of their effects.
This means that data and documentation should be collected on user reactions
to each stage as it occurs so that mid-course corrections can be made. In addition,
every complete dissemination sequence for separate products should be evaluated as
a totality, such reports being used to redesign the system to improve future
product dissemination.

We have no doubt that a dissemination branch can be organized for any
federal R&D program to operate successfully in the fashion described above and
outlined in Figure 1.4, and that where a.number of suitable products do exist,
they will be thus disseminated and will provide predictable benefits to designated
users, or at least to large enough numbers of them to justify costs of the dis-
semination effort.

No one of our four agencies has attempted to organize itself into such
a service on a continuing basis. There have been a few pilot experiments
where something like this sequence was followed for single products (e.g., Glaser,
E.M., 1967, for the VRA, predecessor to SRS; Glaser, E.M., 1968, for SRS;
Glaser, E.M. and Ross, H.L., 1971 for NIMH; Fairweather, G.W.,-Sanders, D.H.,
and Tornatzky, L.G., 1973, for NIMH). The NCEC has also tried to follow a
similar process for R&D products of the Educational Labs and Centers, and for
selected programs in reading; the NCEC's efforts differed from those previously
cited in that they involved a number of products and in that the overall process
was planned and managed centrally by NCEC with contracts let for subcomponents
to different public and private institutions on a competitive basis. While it
is true that all these programs were not uniformly successful (the appropriate-
ness of the product, itself, as a candidate for dissemination and its relative
advantage being major stumbling blocks) they provide enough evidence to support
the main thrust of our argument here.

One puzzle which remains to be solved is how to organize a dissemination
service for more than one product. There appear to be three principle alter-
natives. The most rudimentary could be called the "one product-one program"
approach. This is based on the assumption that different R&D products deserve
completely different types of dissemination programs in which dissemination
skills may not be transferable, channels are different, audiences are different,
and helping services are different to the point where perhaps an entirely new
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project staff must be recruited. Such assumptions of uniqueness might well
have been implicit in the pilot dissemination experiments cited above; even
though in one case a contractor was rehired for a second and a third Job, there 111
was no necessary overlap in staff or procedure, and contractors made no
representations to the effect that they were about to take on such projects
on an assembly line basis.

It should be added that where the D&U unit insists on the original
R&D contractors taking full responsibility for dissemination activities,
they are wittingly or unwittingly instituting a one project-one program
policy.

Yet there would appear to be considerable redundancy and wastage in .
, .

following this ad hoc project-to-project approach too far. For example, an examine-.

atlon of documented programs such as Glaser's and Fairweather's shows remarkable
similarities and suggests that en approach which we might call the "assembly line"
Is also feasible and perhaps more efficient than "one product-one program."

The "assembly line" acknowledges the importance of focused effort on one
product at a time but it asserts the possibility that certain persons might
specialize in transformation, media, conferences, demonstrations and consultation,
regardless of their particular subject matter expertise, and that when one pro-
ject is at a certain stage of dissemination,another can be initiated. None of
the four agencies studied has been able to develop such an assembly line approach
as nearly as we can assess for a number of reasons: (a) funding for dissemination
has not been large enough or consistent enough to allow it, (b) there has not been
a clear consensus internally within the federal D&U unit itself, that an assembly
line was desirable, feasible, or central to agency goals, and (c) there has not
perceived to have been sufficient flow of quality products into the unit from R&D
sources.

A third approach to organization of a dissemination program would be
a multiple product integrated program in which several products would be pro-
ceeding simultaneously through the various stages from transformation to
utilization. Such a process would open the possibility of directing more than
one product at an audience at one time and allowing some degree of user choice
among alternative products depending on the specific user's need situation. The in-

put to the dissemination service could then be governed by consumer demand and coulc
operate somewhat like the marketing division of a commercial firm with
broad product line. There would presumably be various economies of scale
in this type of operation, and there would also be synergic effects from
developing "brand" recognition (provided the screening remains rigorous).
In general, it would appear that this kind of operation is only possible if
the D&U unit is well - financed and backed up by a very large R&D program (such
as the totality of NIMH projects or those of the National Institute of Education).

3. The Knowledge-Based Problem- Solving Consultation Service

Yet a third mode of operation for actualizing the R&D problem-solving
cycle is Illustrated in Figure 1.5. The prime focus of this approach Is
suggested by the solid lines in the figure, and in particular, the recycling
dialogue between consultants and particular users. in contrast to the
Dissemination Service approach, the Consultation Service does not engage in
unsolicited communication concerning a particular product or line of products. 0
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FIGURE 1.5 A Knowledge-Based Problem-Solving Consultation Service
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Rather, it defines a fairly broad need area within which it can provide various
consulting services of which R&D information is only one aspect. The controlling 41,
element is the user's need as defined and perhaps redefined by the user in
dialogue with the consultant. If this need suggests the relevance of a
particular product, all well and good, but, if not, a range of information and
solution ideas may be applicable, some coming from various bits of basic and
applied research, some coming from other users with similar problems, some
coming from thi judgments of experts who have studied the problem, and some
coming from within the user's own environment and from the user, himself.
The consultant helps the user search and explore these potential resources,
and may also provide help in the process of problem-solving as such on which
he should be expert.

As part of the exploration process, knowledge-based consultants will have
at their immediate disposal two types of organized knowledge resource mechanisms,
the R&D information service and the -expert bank. Both mechanisms could be in-
side or outside the service, itself, but they must be Immediately accessible
and the consultants should be thoroughly schooled in their use and motivated
to use them wherever appropriate.

This approach stands or falls on the techniques and the skills of the
consultants themselves. They must be much more than conduits for R&D infor-
mation: in addition they must fulfill each of the tasks indicated by Stages
1, 3, 5, and 6; they must have a repertoire of helping skills including the
building of trusting task-oriented relationships, personal and organizational
diagnosis, providing psychological as well as informational support, encouraging
risk taking and broadening perspectives on alternatives for action, adaptation,
and implementation. Among other things, they must be able to model and visibly
demonstrate satisfactory Information-based problem-solving strategies for users.
They must In some sense also be both good listeners and recorders of user
responses to their inputs.

The consultants also need to have an awareness of other impacts on the
user, information and pressure from other sources including peers and superiors,
others In the community and so forth (suggested by dotted arrows aimed at user
in Figure 1.5). Inputs from consultants must be timed so that wherever possible
they act synergistically with such other inputs rather than counter to them.

The consultant service approach arises out of a realization that information
transmission, by itself, is not enough to bring about beneficial changes which
could truly be rated as "utilization." Both the NCEC and the SRS D&U units
moved strongly in this direction in the late 1960's, setting up experimental
pilot projects in which a consultation service with a problem-solving consul-
tant was the central fixture. They also attempted to provide training
roughly along the lines suggested above. Both experiences have been evaluated
and further evaluations are continuing. Evidence to date suggests that while
there are many problems, the role is both tenable and useful. it is less
certain that benefits accrued justifi the costs involved.*

*A current NIE contract to the Institute for Communication Research at
Stanford University is seeking to establish appropriate quantitative measures
for such an assessment.
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Three major questions concerning the establishment of a consultation
service can be raised however: first, however valuable it may be, is it a

proper part of an agency charged with dissemination for the R&D products of
a given agency; second, how far can and should the service go in involving
itself in user problems, i.e., where does responsibility end; and third,
can we afford it? We will consider each question briefly.

a. Is a problem-solving consultation service relevant to the
federal NV function? and/or vice versa?

The Knowledge-Based Consultation Center Concept brings together
two ideas of "helping" that have traditionally been viewed as separate,
namely knowledge transfer and process consultation. The former has
traditionally been a topic of study in library science, journalism, and
schools of communication; the latter has been the primary concern of
psychologists and human relations-oriented professionals in related
disciplines. Hence, the descriptions of consultation process appearing
in the bulk of the literature (and there is a bulk) on the planning of
change, social intervention, changing and humanizing Organizations, etc.
pays scant attention to the potential utility of "outside" knowledge
sources such as would be represented In a federal R&D program. Training
for the pilot consultant programs of SRS and NCEC have reflected this
division. The SRS training was managed by persons heavily oriented
toward the human relations process side while the NCEC trainers focused
on information transfer as a communication skill and on the ability to use
information services, principally ERIC, with maximum efficiency. With
the professional experts and trainers thus divided,it remains difficult
to make a fair test of the marriage of the two concepts in the role as
conceived and advocated here.

b. Now far should a consultant go in providing help?

From the informationist and the human relationist standpoint,
the knowledge-based consultant, may intrude too much on the life space
of the user, not only by suggesting answers to problems but also by helping
to define them and helping to implement solutions. Where does expert
Intervention properly leave off and self-help begin? There is no easy
way out of this dilemma but there are a few guiding principles that
might keep the consultant out of deep water. One is
voluntarism: never do for a client what he doesn't want you to do, and
rely on his asking you as much as on your suggesting to him. Another
is collaboration: as much as possible the consultant should get the
user involved in the search and solution building process, leading by
example but always looking for ways to let the user pick up the task
for himself. A corollary of this principle is for the consultant to
always leave his own processes open for inspection so the user knows
what he Is doing and why. A third related principle might be never
do anything twice all the way. Every act of helping should also be
an act of training; after setting the example of how to work on the first
problem, the consultant should be able to play only an advisory role
on the next one, and stay completely out of the third and so forth.
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c. Row can we afford it?

In service domains as broad as "manpower," "mental health,"
"education," and "social and rehabilitation services," the number
of needy potential users who could make profitable use of knowledge-
based consultation services is staggering beyond imagining. The
painstaking, personalized operation described here would appear,
on the tics of it, to be grossly unresponsive to the level of deman
We calf begin to answer this question in at least three ways. Fi

we can be highly selective in the types of users we try to reach,
choosing (a) those who are most "important" on some criterion such as
power or level in the system, (b) those most visibly in need, or (c)

those in the best position to set an example for others through their
visibility, centrality, and opinion leadership. Regarding the last
mentioned possibility, it is interesting to note that "involvement of
informal leaders of opinion" was the least popular among twenty pro-
posed alternative D&U procedures for staff members in each of the
four agencies studied and for the two pilot "network" surveys.

A second answer is to provide the service, not as a service
but as a demonstration-and-training device to show and train users
to help themselves in a similar fashion.

A

A third approach is simply to set limits on the services provided,
e.g., to exclude follow-up, to take need statements at face value, to
provide information without interpretation, or to adopt a pure human relati
stance and skip the information part entirely. These are all hard choices an
there simply is not enough information at hand on the relative effectiveness of
different elements in the overall approach to make wise decisions.

4. The Instant Res onse R&D Retrieval Service

A fourth possible mode of operation for a DUI unit would be to provide
information on demand to any particular user for any particular and immediate
information need he may express within a broad topic area at any time. The
concept is not really as radical as it sounds from that statement,showaver.
In fact, it is reasonably close to the., old notion of a library, a place
where you could go to find information on any topic that was of interest to
you, where you could be guided by a simple catalog card, and sometimes a
librarian, to a particular shelf, where you could pick off a print package
(book or journal) which contained the information sought, sit down and read
it right then and there. it has been a fine concept and it works pretty
well for some people some of the time. It works particularly well for the
scholar-experts who tie together a field of knowledge and push it forward
with.new theories and hypotheses based on an accumulation of past findings:
For this reason, if for no other, any broad-based R&D program requires a library
component, some sort of archiving of its printed products so that they are available

*But probably no less responsive than recommending private psycho-therapy for
every needy psycho-neurotic in the land.
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request to various users. Indeed, each -of the agencies studied has more
or less sattsfactory means of doing this either by themselves or by feeding
their material to a more centralized library system.

Yet the library concept has held much more promise than it has been
able to deliver. It has tended to service the needs of only a very special
type of user and even that use has been greatly affected by the proximity
of the library to the particular user. Therefore, one important potential
role for a D6U unit is to develop new mechanisms to speed response, simplify
and rationalize access, localize service, and widen the range of response so as
to satisfy a broader range of users with a broader range of user needs.
New technology such as computers, remote terminals, microforming, photo-
copying, etc., accompanied by an explosion of knowledge in print form have
added to the temptation to move in this direction.

Of the four agencies in our study only one, the NCEC, has done a
zubstantial amount of exploration in this arena and the results are not too
clear. ERIC was initiated as a "one-stop" information service to supply
the information needs of a wide range of professionals,An education and to
provide information cheaply and quickly from a comprehensive file. The basic
archival features of this system are now established and functioning well.
Furthermore, the volume of output to users has increased substantially
from a slow start to the point where it can have a significant impact on
the vast population of educational users.

Nevertheless, the ERIC system does not go very far in reaching out to
users or in tailoring responses to them, and its efficiencies can only be
appreciated by regular users who 'have easy access and a good grasp of its
thesaurus. It is possible to go much further in information servicing and
there are a few instances where this has been done, for example, in the
"hotline" of the Congressional Research Service. Figure 1.6 suggests a.
framework for such a service within the context of the larger D &U process which
we have been considering.

(Insert Figure 1.6 here]

In contrast to the consultation service, there is no real involvement
in the user's situation, either in diagnosis or implementation. A very great
variety of need situations are assumed and the formulation of "need" into
"information need" is the responsibility of the user himself. This is not
to say that the initial statement is taken at face value; some sort of
dialogue must take place between the user and some representative of the
service both to code the request so that it can be routed properly and to
verify and clarify what is being asked. This "question negotiation" Stage
(13 in the diagram) should be handled by a trained "operator"* who formats
the request so that it can be processed efficiently by the service. Again
In contrast to the consultation service, the operator, does not develop a
sustained personal relationship with the user and preferably should not have
to return for a renegotiation on the same request. This stage might be handled
in a 5-10 minute phone call.

1'
*The Far West Laboratory for Educational Research and Development has developed
a training module explicitly for this purpose as part of their "Educational
Information Consultant" (EIC) program. The module is fairly well suited for
such training regardless of the field of knowledge.
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A third contrast with consultation is the requirement of a very
systematic division of labor. Because the service aims at high speed
accurate response for a large volume of users, it needs to have an established
routine for request processing involving several steps which tan oe executed
in rapid-fire succession. It should be emphasized, of course, that Figure
1.6 suggests only one of many hypothetical combinations; the elements are
spelled out here only to give the reader a more concrete idea of the kind
of process that is involved. The rationale for each stage is discussed
below.

a. User Soliciting and Training

It i5 important to think of an information hotline service as an
R&D innovation which, itself, must be advertised and marketed to the
intended uset4 population. Hence, in some respects the installation of
the service follows the model of the second operational mode illustrated
in Figure 1.2. In other words, there has to be (1) awareness building and
(2) demonstration prior to any anticipated (3) user initiatives. The
demonstration event must give both a visible example of an information
request being handled fast and well to a User's satisfaction and it
must give each attending person a chance to try out the process there
and then both to see for himself and to develop the minimum initiating
and responding prerequisites for later use when he is in his normal work

environment.

Demonstration events can also act as training situations for hot-
line operators.

b. Hotline Operatoro

As previously discussed, the service must have available at all times
(probably at telephones) persons whose job is to receive and format incoming
requests and to conduct a brief interview withlthe requester to delineate
the question as much as possible. These operators would be the sole, channel
for request inputs. Operators might also have the task of heading off
inappropriate, excessive, or outlandish requests, and limiting the expectations
of the requester.

c. Routers

Although it is possible that operators in a small low-volume
service would have full knowledge of where to transmit requests, the
routing function is clearly distinguishable. The router,mutt have a

. firm grasp of the capabilities of each subsystem,and must make a pte-,
liminary determination of how a request 'cbri be handled most quickly
and completely. Routers are also in a good position to monitor and
tabulate requests to assess what types of users are asking what types,'
of questions and to determine what new types of resources are therefore
called for.

P.
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d. Situation Simulators

Because the router should never'have to spend more than a few
seconds on any one request so.as to keep the flow moving, he should
have a back up person'or team to whom'he can send puzzling, difficult,
or very non-routine requests (assuming these have not been blocked
by the operator). The task of this group is to find out or to providt
a fairly accurate guess of (a) what the user "really" wants and/or (b)
what a response ought to consist of: We call these "situation-simulators"
because we imagine their mission to be to empathize.with the user, to get
inside his head as much as possible. This may. require e second brief
interchange to gain additional diagnostic'information from some users.

Typically, once the simulation analysis has been done, the information
requirements can be clarified and the router is able to channel the
request to the indicated processing locations.

e. Remote Information System Access

The hotline service should have at least one staff member who under-
stands and has easy access to all relevant and publicly available R&D
information banks. Accessible material should be from government and
private sector sources, from reports, books, and journals, completed
and on-go' sg projects, etc. This person should have on-line remote
terminal abcess to as many of these systems as possible. Such coverage
is important in fulfilling the requirement of cqmprehensiveness which
will be vital in establishing the credibility of the service'as a 'one -
stop" information system for some users.

f. Remote Human Access

An effective hotline service should rot rely on print sources
alone. In many cases the best rapid summary source for a response will
be a person. Therefore, the service should have a human resource file
with two types of listings. One would be "experts," i.e., people who
have done R&D in a particular area and/of have a reputatiOn of knowledge-
-ability. These persons may be used in at least .three ways, e.g., (1) to
gil.4 references to appropriate print sources, (2) to provide "off-the-top-
of-the-head" answers to the request, (3) to be referred as a name back
to the requester:-

e.

A second important pool of human resources are those persons who
can be identified as knowledgeable or experienced practitioners who are
known to have been faced with the same sort of situation or setting as the
user, himself, preferably in the same locality ("on-call user colleague pool"
in Figure 1.6). One possible source for building such a file would be
former requesters. 411
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9 Information Hot File

Assuming a large volume of requests from a large number of requesters,
many requests will be redundant or largely so. Hence, it is important
to accumulate all prepared responses filed by subject matter for future
reference. This "hot file" should always be searched first by the router
because it provides the most efficient and by far the speediest means
of responding.

h. Message Composition

- Accessed information from any of the above sources should not be
dumped in raw form on the requester unless it is asked for in this way
(which may be the case for R&D requesters, for example). Hence, some
minimum amount of screening, ordering, interpretation and summary are
required prior to output. The amount and type of such composition might
be tailored to the type of user making the request and the user's
indicated purpose. In any "event, a "hotline" service cannot do a great
deal in this area if it wants to retain its "hotniSs."

i. Output

Output can be a more or less routine matter, but there may.need
to be some flexibility here, too. For example, while most output would
presumably be mailed in one packet to the requester, an urgent
request may require a telephone summary response in addition to or
instead of a mailing. The output department should also be avalia4le
for receiving user questions on material received,and they may be in
the best position to solicit user reactions (Stage 5 in the figure).

While the mechanics of a "hotline" service may seem obvious enough
on paper, the.desirability of this operational mode is difficult to
assess against others because it has never been given a fair and -0M-
plete test. Like the consultation service, there appear to be enormous
cost problems, 'particOarly in start up. -These include initial promo-
tion-demonstration efforts, recruitment and training of specialized
staff, assembly-of hurlan access lists, etc. However, in contrast to
a consultation service there are very significant economies of scale,
once the system is working, i.e., there is the possibility of handlihg
a large number of requests, and, assuming redundancy of requests and
an accumulating hot file, speed and accuracy of response ought to go
up dramatically as the user population gets very large while the cost per re-
quest goes down. On the other hand, this may not happen until the hot file
reaches massive proportions unless other restrictions are placed on
users such as limiting subject matter ,of request and restricting users
to a certain category of practitioners with a peculia set of problems.
Alternatively there could be an increasing scale of charges depending on
the amount of information requested or providedyor depending on the
number of processing steps asked for,

There is no question that an instant response mechanism is desirable.
Analysis of responses in our two pilot surveyS suggests that in many
crisis situations the speed of *response in information terms is crucial.
The problem-'Orcies.ii:n designing a system which can produce high quality in-
formation relevant tolhelneid-at hand economically.
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5. The Rapid Response R&D Report Service

While the instant response mode discussed above provide information
service of a very specific nature tailored to specific users, it cannot pro-
vide such information Iva very sophisticated and integrated package unless such
already happens to exlAt'somewhere in the accessible resource universe. But it
should be possible to design a service which not only reviews existing sources

/eYbut also compo a comprehensive state-of-the art analysis for the user
Atin highly r dible form. To our knowledge only one existing organization,

the Congressional Research Service, has been set up to provide such a service
on a routine basis. Figure 1.7 proposes some of the components which we
feel are necessary parts of such a system. We call it "rapid response" to
suggest that while quality tailored reporting cannot be performed instantly,
it can be performed within a cycle which gives the requester formation he
can use within days or weeks of the time he expresses he n d for it.

[Insert Figure 1.7 here]

Like modes 3 and 4, this system starts with an initiative by the user
who in this case could be a person or a group. In contrast to the instant
response mode, the user here must be selective in proposing a need; the "need"
cannot be a trivial request nor something of a crisis nature for which a
response is required on the spot. It must, therefore, be something that has
gnawed at the user for some Mme with some intensity such that he feels it
worthwhile for someone to spend time and effort on a solution.

Alc: in contrast to the consultant mode, the need must be clearly
an information need for which a search of existing R&D sources is highly
relevant.

The core of this system is someone we call the "writer-expert." This
person must be, on the'one hand, generally knowledgeable about the domain of
R&D to which the request is directed and, on the other hand, able to
write in a clear, integrated way for non-academic readers. Because this
combination of skills is fairly rare and highly sought, the Rapid Response
Service may have its greatest problems in recruitment and adequate compensa-
tion for the pool of persons it will have to keep on-call for response
missions.

Figure 1.7 proposes four distinct subsystems necessary to_the task:
(a) the writer-expert (or more precisely a pool of such persons); (b) infor-
mation banks which can be searched efficiently for comprehensive retrieval
of existing R&D literature; (c) the rapid response unit (RRU), itself, which
organizes and monitors necessary interchanges; and (d) a policy review panel
which verifies the importance of the request and authorizes major responsive
actions.

One possible pattern of action leading to a "rapid response report" is
sugge;ted by the numerical sequence in Figure 1.7. The best way to explain
th4s operational mode might be to review the proposed sequence.
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(1) The Information Request Statement. The first step in a particular
cycle is the preparation by a user (and preferably a group of users working
together) of an information request statement to be submitted to the RRU,
probably in a pre-established format. This assumes, of course, that the
service as a whole has been previously "sold" to the user and that he has
received the minimum level of training and encouragement to want to try
it out. For this mode we would expect a minimum of user soliciting and
training, however, because, on the one hand, the system does not require
and cannot handle a high volume of users or requests, and, on the other hand,
it builds in a high degree of user-resource interaction so that the user is
not on his own in stating the need or interpreting the results.

(2) Request Clarification and Redefinition Dialogue. Specialists in the
RRU discuss the request with the user (probably by telephone) in order to
clarify what is being asked for in terms that can be readily understood by
both the review panel and the writer-expert. This specialist will also
verify the level of need, and perhaps the degree of consensus in the user
organization that this is an important need. This specialist will operate
at a different level then the "hotline operators" of mode #4 in that his
dialogue with the user will be longer and deeper and in that he will be
more involved in analysis and routing of the request. It will probably
be necessary"for RRU specialists to have some expertise in the general
subject area of the request.

(3) Rapid Report File Search. The first processing act of the RRU should
be to search its own backlog of responses to determine if the same request

has been made by another user in the recent past. For early requests, of
course, there will be no such backlog, but over a long period of operation
we would expect many requests to be redundant. In these cases the RRU
becomes, in effect, an instant response system unless substantial updating
or adaptation is required.

(4) Preliminary Document Search. The RRU should next make a quick search
of the information bank to which they have readiest access to determine the
scope of literature available on the topic and to locate whatever items,
if any, fit the request very closely. If there appears to be a "hit," this fact
may be communicated directly to the user to see if he is satisifed. This
search should almost certainly be computerized-on-line to meet "rapid
response" requirements.

(5) Preliminary Dialogue with Writer-Expert. With preliminary search data
in hand, the RRU now sets out to locate a writer-expert (WE). The document
search should give important clues on promising candidates for this role
unless a WE pool is already established. The purpose of the dialogue is
two-fold: first to get an overview of what an adequate response might
consist of, how much work would be involved, and a summary of what the WE
already knows on the topic; and second, to determine the competence and
willingness of the WE candidate to take on the report task if it should
be authorized. Again to insure rapid response, this stage would have to
be conducted via telephone.

(6):,,Action Request. The RRU assembles the information gleaned from
Stages 1 through 5 in the form of a request for action by a review panel.
The request should spell out some alternatives with estimates of time frame,
dollar cost, feasibility of ...high quality product, and probable benefits-
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The Policy Review Panel. A very important role can be played in this system
by a review panel composed not of experts but of reasonably high level
practitioners, administrators, or policy makers, probably within the federal
agency, itself. The panel would serve at least two functions: one to increase
the circle of user involvement including both awareness of the problem and
consideration of the results, and second to judge the relative importance of
the request and to authorize appropriate action based on that judgment and on
the panel's knowledge of the budget and capacity of the RRU.

The panel should be able to meet at least once a week as a group to
review and act on requests,or alternativelyIthey should be available on a
day's notice for such a meeting.

(7) Panel Dialogue with User. It will usually be desirable for the panel to
have face-to-face discussion with the requester to get a better appreciation
of the need and its importance as well as to make visible to the user the
importance of making adequate utilization of the findings.

(8a and 8b) Action Decision Options. The review panel should be prepared
to take at least four alternative action steps, depending on the importance
and generality of the request. Certain requests may be judged of such
importance, originality, and long term interest that they call for new initia-
tives in research and development with appropriate funding (8a). This option,
of course, assumes that the panel has sufficient authority or influence to
make such an action meaningful. In the event of this action the "rapid
response" feature is abrogated and the process essentially reverts to the
first operational mode discussed earlier.

Other options (8b) range from (I) curtailment of further action and
allowing the information already collected to stand as an adequate response
to the user; to (ii) authorizing an expanded or redirected search of infor-
'mation sources 4nd/or experts, limited to one or two days labor in total,
leading to a terminal feedback to the user or possibly to a recycling
of action by the panel; to (iii) authorization for the RRU to negotiate a
contract with the WE for the "Rapid Report."

(9) The Retold Report Contract. The rapid response service will not work
unless the RRU can draw up an agreement with the writer-expert that (a)
rewards him adequately for his services (at 1973 prices this probably means
a minimum of $500 and a range up to $2,000 depending on the assignment and
the seniority of the WE), (b) sets reasonable limits on what he is to do,
(c) guarantees that the work will be done quickly (probably with a one-or-
two week deadline), and (d) specifies the minimum search activities that will
be engaged in. In no case should the product be merely a think-piece without
any search and review, nor should it be only a rehash of work the WE has
already done, i.e., it should be an original state-of-the-art summary, and
analysis with implications for action and utilization by the user should be
spelled out as clearly as possible.

(10a and 10b) Final Need Statement Communicated to WE. Once the report
contract has been negotiated the first act of the WE should be to interview
the user to gain a clear and fUll understanding of the circumstances related
to the need, in effect to simulate the user's need situation. In this respect,
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the WE may start out not too differently from the consultant (Mode #3) except
that he is aiming at a written product which will be primarily of his own
making. An RRU specialist may also have to mediate this exchange by helping
the user reformulate his need (10a) and helping In the process of transferring
the new formulation from the mind of the user to the mind of the WE (10b and
10c).

(11) The Report Outline. Based on inputs from the.Fontract, from his user inter-
view, and from the preliminary RRU search data, the WE prepares an outline of the
problem to guide further search and integration of his report.

(12a and 12b) WE Search Activities. The WE should be expected to make a
complete re-inquiry of the R&D information system possibly utilizing a fresh
set of descriptors based on his outline. How much -he can do will depend

partly on the adequacy of such systems, themselves, of course. Thus, he
should not be expected to search many diverse sources nor to use material
which is costly'and time consuming to acquire and digest.

The WE should also be expected to indulge in some consultation with
knowledgeable colleagues and others who have expertise in the topic 'area
(12b). Probably, there should be allowance in the contract for the WE to
pay for such additional consultation up to perhaps one or two hundred dollars.

(13)and (14) Assembly and Production of the Report. At least 1/2 of the
total effort of the WE should be spent thinking through the problem and
spelling out alternative solutions based on R&D whenever possible. This we
see as essentially a creative act for which the highest order of skill,
sophistication, and sensitivity are required. The suocees of the system
stands or fate on the quality of the integration and the writing.

(15a and 15b) Communication of the Rapid Report. The original requesting
user should be the primary recipient of the report and should receive the
report in writing and orally (15a), allowing for dialogue about understandingy
interpretation, and possible applications. The RRU may also want to participate
in or monitor this feedback event.

The report should also be entered into the active file of the RRU (15b)
for possible future use either in the rapid response service or in dissemina-
tion activities (Mode /2) designed to reach users in circumstances similar
to those of the requester. Because of the checks included In the review
process and the participation of the policy panel, there will be every reason
to believe that the report will have widespread utility beyond the particular
needs and interests of the original requester.

(16) Absorption. Understanding and recognizing the full implications of the
report is a process that will likely take many days or months after the
report is submitted. in this internal activity the user may wish for and
solicit help from the WE, the RRU,or members of the policy review panel, but
in any of these exchanges he is on his own to initiate and, if necessary, to
pay for the help he desires. Conceivably, for example, the user and the WE
may be stimulated to submit a Joint proposal for a research project or a
demonstration experiment of some kind to test out and carry forward ideas
contained in the Rapid Report. Hopefully the review panel would be in a
position to facilitate or underwrite such actions.
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(17) Utilization. Final disposition and impact of the report is again in
the hands of the user. Hopefully, if Stages (1) through (16) have been
managed successfully, he will have material that is very important and relevant
and he will have it within a few weeks of the time he originally requested it.
Potential applications will have been discussed with the WE and earlier with
the policy review panel and the RRU. But beyond this, this service does
not go. Conceivably, of course, by combining Mode #3,and Mode #5 comprehensive
utilization services could be provided which include such functions as help
in designing and modelling specific changes, and support for risk-taking.
Such intensive follow-on services are not outlined in Figure 1.7.

(18) Feedback on Impact. This operational mode, like each of the others,
requires a continuing built-in cybernetic mechanism. The success and failure
of each step in the sequence should be evaluated and the system should be
reorganized accordingly. Most important is the feedback on the results of
the total process in terms of user satisfaction and specific evidence of
successful utilization.

Cost and Benefit of a Rapid Response Service. While it may seem that the costs
of a system such as that described above are very high, they may be offset
by a number of considerations. First of all, the reports have the potential
of being genuine contributions to knowledge and may be worthy of publication
and of special dissemination to a wide community of practitioners, policy
makers, and researchers. As mini-research projects, in themselves, the
reports may also be comparatively cheap. Finally, with the review process
included, there can be strict limits on the number of requests serviced and
the quality of the request.

Comparing the four D&U agencies in our study, we find that each in fact
does produce highly targetted,interpretive state-of-the-art summaries from
time to time often in response to urgent requests from high level persons
in their own agency. Yet these requests are responded to more or less in
an ad hoc manner. There is no routine, no delivery system, no real quality
control mechanism, and no clear budgeting accountability for most of these
activities. Thus, it would appear that a carefully designed rapid response
service would be an especially appropriate mechanism to initiate, at least
on an experimental basis as a service to government policy makers, if to no
other users. Thus, the decision makers in government bureaus could at least
be on an equal footing with their neighbors in the Congress. Indeed our
pilot survey question on information "crises" indicated that the Congress
as well as high government officials represented the major stimuli and
audiences for "crash" information.

It should also be noted that one of the four D&U units does have a
somewhat routinized program of studies comparable in some ways to the Rapid
Response Service, this being the "Targetted Communications Program" of
NCEC. There are important differences, however. For example, initiative
lies heavily with the writer-expert both for establishing and defining the
need and for disseminating the results. Project costs are accordingly 10
to 100 times greater per product while relevance to particular needs of
particular users is still.not assured. The Rapid response feature is also
not built into this program, most projects being planned for completion
in a matter of several months.



Of the eight modes proposed in this analysis, it seems to this ,writer
that this one has been the least tried and is perhaps the most ripe for
experimental try-out by those who wish to bring significant improvements
to the DSU process.

6. Continuous Flow Dissemination

a. Periodicals

Most traditional channels for the communication of research findings
involve continuous print dissemination via periodicals. Most federal
R&D programs, directly or indirectly, intentionally or unintentionally,
provide a major source of input to these media. Actually the journals
play at least four distinct factions in the total D&U process. First,
and perhaps most importantly, they are a means of archiving research
material in a general or specific discipline. Second, they are often
(but not always) used as a means of screening material for scientific
quality or, in the case of the popular journals, quality and general
interest. Thirdly, they are used as a measure of scholarship and
academic performance especially as part of university promotion policy.
Only,fourthly and by no means most importantly are they vehicles for
direct dissemination, and least of all are they vehicles of communication
from the R&D community to practitioners or policy makers.

Recognizing these facts the four D&U units we have studied have
introduced various popularized media to provide a more or less con-
tinuous.flow across the gap from research to practice, or from research
to policy. Some popular magazines such as Psychology Toda and Societ
attempt to reach an even broader audience. We e eve t at the e ects
of these bridging media may be quite important, particularly in building
general awareness of available R&D and in educating some users
to be more sophisticated about R&D processes and what they can and
cannot offer. On the other hand, continuing dissemination usually does
not do much for the particular user, either in homing in on his real
problems or providing the kind of support necessary for utilization.

Thus, while continuous flow can no doubt be improved tremendously
by adding new newsletters in flashy formats with better material more
adequately condensed and analyzed from the potential user's perspective,
it is hard to see it playing other than a supplementary role to other
operational modes.

b. Selective Dissemination of Information (SDI)

Several information services in recent years have made limited
experiments with what is usually called "selective dissemination,"
meaning the regular dissemination of newly published material tc various
cooperating users based on a profile of particular user interests and
Information needs. This targetting approach may go a long way in making
some users more attentive and appreciative of what they get sent, but
we still see this essentially as a variant of continuous flow dissemina-
tion. There is individualization but only in a general sense and not
targetted to a particular user problem at a particular time.
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While SDI does not,-in itself, represent a total answer to either
targetting information or a DO system, it might well be extremely
functional as an additional element in modes #3, 4, and 5 in each of
which, over time, a fairly sophisticated profile of user needs is
accumulated and, in the case of #4 and 5,where an important backlog of
packaged information is accumulated continuously. Thus, past users c

with an established need can get newly created or updated packages via
SDI whenever a new user enters the scene with a similar request.

One interesting variant on the SDI approach is the distribution of
literature or summaries in card or punched hole formats and with
cataloguing-indexing notations so that each user can accumulate his
own easy-reference-file in a box or loose-leaf binder. With this
arrangement the SDI potentially comes much closer to being a localized
and personalized instant retrieval system or' "hot file." The success
of such a system would depend in part on the degree to which appropriate
user habits of filing and storing such tidbits could be built up and
maintained. It would also depend on the narrowness of the user's
interest and the amount of information available. Either a wide interest
range or a large volume of material would make a user's file too large
and too expensive to be practical, either for the user or for the
servicing agency.

7. User-Centered R&D

a. Ad Hoc User Research Services

It can be argued that user needs are often so unique and so much
tied to a unique set of conditions that all past R&D is mostly irrelevant.
If this is the case and if the users happen to be wealthy, very influential,
or designated by someone as very important, they may call for a complete
cycle of research and development tailored to themselves. Typically
market research is of this type as is much organizational research and
some federal policy research. Generally such ad hoc research fits the
pattern of operational mode #1. Certainly such research is unlikely
to encounter relevance problems when it comes to the utilization stage,
but there can be serious problems with timing (it takes time to do good
reseal'ch, even more time to do good development) and cost. It would
seem preferable for these reasons to plan such ad hoc research so that
it does have some generalization potential and to conduct it in con-
junction with and supplementary to a rapid response system as is suggested
in Stage 8a of Figure 1.7.

b. User Collaborative R&D

Another alternative which is essentially an elaboration on mode #3
assumes that past research may be somewhat relevant but that users will
never grasp the full implications and move toward utilization unless they,
themselves, get into the act, planning and conducting their own research,
posing or helping to pose the questions asked, and analyzing the data
right along with the researcher. Here, too, there is a lot of logic on
the training and utilization side of things, but the costs of going through
such a process for every client are staggering. The outcomes are also some-
what uncertain since collaborative R&D requires an unusual combination of re-
search, development, and consultation skills on the part of the outsiders.
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"Organizational Development" sometimes describes a special type of
collaborative R&D involving Social scientists with survey research,
small group training, problem-solving and consultation skills in various
combinations working with the user organization as a whole. The type of
involvement in problem-solving that can be achieved with this approach
far exceeds the consultation of mode #3 or the information-only approaches
of modes #4 and 5.

OD is especially attractive and relevant to DSU in promising to make
organizations more open to new influences from within and from without.
"Inside" influences might include the attitudes of their own members, and
an honest appraisal of their own needs, objectives, and their own potential
as people. "Outside" influences might include new images of potentiality,
concern for customers or for the environment, 'earnings from what other
organizations like them are doing and perhaps RSD generated elsewhere. On
the other hand, these promises of OD are not consistently realized with present
techniques, and they assume a level of commitment by user which a DUI unit is
seldom in a position to command. Thus in SRS when an OD unit was%
establiOed to assist internal management, it had no direct relation-
ship with the research utilization unit; in the Manpower Administration
the utilization laboratory (at University of Michigan) which focused
on OD techniques.had great difficulties gaining access to user organize-
tions,'and when they did, the extent of openness to outside R&D which
resulted was minimal.

It is still somewhat unclear how OD techniques can relate to a
larger plan for comprehensive DSU services. The promise remains, and
the desirability of careful experimentation is evident.

8. Natural Network Nurture

The DSU unit never comes on the scene before a flow system of some kind
has been established. There is always some sort of network in being already,
a network of researchers forming into loosely integrated "invisible colleges
around topics of mutual interest and networks of users at various levels, often
fornalized as professional organizations of one kind or another. Such "natural"
networks represent a kind of DSU system and they also represent an opportunity
for a newly arrived low-profile low budget federal DSU unit. The DSU unit can
move in a variety of ways to improve tne functioning of this natural flow
system and push it gently in the direction of utilization. It can do so by
subsidizing special journals, supporting special utilization conferences, and
providing small grants to promising young investigators to steer them into
greater involvement with the DSU process. These actions are not necessarily
trivial If they are managed and orchestrated with full knowledge of the weak-
nesses of the "natural" network. Indeed the most serious weakness of existing
networks is likely to be the formal and informal clustering of practitioners
and researchers into separate camps divided by mutual disdain, suspicion, and
ignorance. Federal agency staff members can themselves play a very positive
role as "honest brokers" between the two camps and can also lend support to
others to do the same.

-40-



We have stressed in the preceding discussions and in each of the diagrams
the fact that any operational mode exists within a much larger information flow
environment which includes thousands of messages, many generated in the dim
past, and countless actors in the practice world and the R&D community. Al-

most all of these messages and actors are completely outside the control or
cognizance of any single DO agency, yet they profoundly affect what it can
do and how well it can function in any mode. Hence, there is some justifica-
tion in developing strategies which exploit this larger social-informational
environment to the fullest.

Combinations

There is no reason, in theory, why one DO unit could not operate
in all modes simultaneously, assuming unlimited staff and resources.
There is nothing inherent in any one approach which makes it incompatible
with any other. The greatest divergence may come bet-wean modes #I, 2 and 6
on the one hand and 13, 4, 5 and 7 on the other, since the latter are clearly
user intitiated or user-centered modes while the former are more or less
product or research centered. All modes share a number of assumptions,
e.g., (1) that research and development provide the most valid and
reliable clues to improved practiCe, (2) that therefore effective trans-
fer of R&D to practitioners should be made, (3) that this transfer can
be improved and speeded throu7h systematically planned interventions,
(4) that user needs, broadly defined,should guide and control what R&D
products are transferred to users, and (5) that user attitudes and effects
on users should be used to redirect the R,D,D and U efforts.

Manifestation of the Operational Modes in the Agencies Studied

When we turn now to look at these eight alternatives in comparison
to actual DO unit policy and practice, we find an interesting pattern,
namely that none follows any of these modes with any consistency while
all dabble in each mode to some degree; NCEC with the most resources has
been able tc dabble the most.

The reasons for this lack of pursuit are more than purely budgetary,
however. One additional factor has been the lack of clear and well
developed models of how a system ought to function; another may have
been confusion and changing signals from policy makers regarding the
proper role of a D&U unit (suggested by the constantly changing names
for the units and continually oscillating budget allotments). It is not
fair to criticize what has been done by the unit staffs under these
circumstances; indeed, to the contrary one should stand in awe that so
much has been done In so many areas with such modest resources, witness
the few blank cells of the side-by-side functional comparisons in
Chapter 4.
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How to Build on What We Have

Looking fAvard rather than backward, we should think how to
organize and plan a slep-by-step progression toward any one of these
ideal operational modes. The first step, it would seem, would be
to decide as-a matter of policy which mode deserves the highest
priority. Among factors entering such a determination should be
(a)-potential payoff, (b) capacity to sustain a consistent policy
of support for the activity until a fair test has been made, (c)
the existence of an appropriate backlog of knowledge (particularly

/)(11

ecessary for mode #4) or some high quality R&D products (particularly
necessary for mode #2), (d) clear precedents for the activities (not
so true for modes #4 and 5), and (e), anticipated start-up and maintenance
costs. (

IV.. IMPLICATIONS FOR CHANGING THE MANPOWER D&U SYSTEM

A. TACKLING THE MEASUREMENT PROBLEM

This project has laid the basis for a systematic and detailed analysis
of EMU functions. One outcome of such an analysis ought to be a monitoring
and management procedure for all D&U activities which allows for a coherent
accounting and reporting of achievements and a pinpointing of problems and
deficits on a regular basis. Two steps need to be undertaken to develop
such a procedure: first, the tentative quantification of major elements of
the descriptive model, and second, the development of appropriate criteria
and measures of D&U effects. Let us consider each of these steps.

1. Quantification of Model Elements

Chapter Four illustrates in some detail the range of activities that
Mightike undertaken, by a "maximal" D&U unit-. One can get from the side-
byside comparison of the four agencies some notion of the relative
emphasis and investment in each of these activitieslbut thus far no
numerical accounting has been rendered. If the category schema is
deemed satisfactory as a reasonable first approximation, the next step
should be to begin making estimates for each category of (1) staff
man-hours invested, (2) contract funds expended, (3) number of products
involved, (4) number of persons affected, etc. At the beginnktg of this
process there should be less concern for precision than for exploring
the possibilities of quantification. This quantitative overview when
completed should give a number of clues as to where operations are strong
or weak, productive or unproductive, costly or economical, and thus
should be a useful planning tool. However, the quantitative overview
for the first two or three years should be treated very tentatively
and revised continuously as more sophisticated ways of measuring and
counting functional emphases emerge. The segments of the model, itsetf,
will have to be weighted according to the set of priorities laid down
fort the agency, e.g., if primary responsibility fordneeds assessment"
resides elsewhere In the agency, then presumably it should receive a
far lower priority rating than, let us say, transformations.
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2.r% Develo'in. Satisfacto Measu-es of D6U Im act

An analytical quantitative monitoring process will never be very
convincing until it can be tied to measures of output or impact which
have some widely recognized meaning and value. To attack this problem
head-on, the Division should contract for one or more projects designed
specifically to,7eek out and spell out such measures. It is certain
that outcomes cannot be measured simplistically by counting the number of
publications sent out or the number of persons attending a conference
or the number "satisfied" with what they have heard or read. Studies
to develop measures of research utilization consequences should start
out by composing taxonomies which cover the full, range of possible

, impacts, immediate, short term, medium term, long term, positive and
negative. They should estimate which amohg this array of consequences
is fully definable, observable, recordable, measurable, or quantifiable.
The purpose of the taxonomy would be four-fold. First, it would act
as a squrce for developing various cost-benefit formulae'from which
the Diyision could select the one with which it feels most comfortable;
secondly; it would provide a wider context within which the.adequacy of any
particular formula can be judglid. For example, It is likely to be argued
that a given formula overweights certain kinds of impacts, e.g., number

. f_ or requests or number of copies sold, merely because these particular

"impacts" are quantifiable. The taxonomy tests this argument by show-
ing us what the formula leaves out. It also serves a third function
in providing another basis for choosing and clarifying Division goals,*
and a fourth function in pointing to impacts for which the development
of a measurement capability is most important, so that cost benefit
formulae can be improved.

The measurement of utilization impact will be the single most vexing
question for D6U system managers in the middle 1970's. As D6U functions
have become clearer in the late 1960's and early 1970's, we have begun
to see the promise of a fully integrated system of-D6U as a separate
and equal segment of the societal problem-solving process alongside
"Research and Development," but to achieve this status, D6U units will
have_to persuade the policy makers with more than loy - and more than
elaborate images of what the ideal system might look like. They will have to
demonstrate convincingly that existing sample efforts have impresslve
benefits which far outweigh their costs.

B. CHOOSING PRIORITIES

In beginning the implications with the measurement problem,we have, in
effect, asserted a first priority: that the Division should first know itself
.and be able to describe itself in specific terms. It is the first priority
in part because priorities for self improvement cannot be meaningfully
established without a knowledge of what exists now. Beyond the measurement,
itself, however, there are a number of other steps tl1iat can be taken to

develop priorities.

*Division goals can be defined in terms of either desired impacts (as derived
from a taxonomy of consequences) or from an analysis of functional activities
(as suggested in Chapter Four) or optimally a combination of the two.
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I. How

The process of choosiPg priorities should, as much as possible,
be (a) collective, (b) open, (c) tentative, (d) specific, and (e)
documented. It should be collective in that all persons who have a
professional stake in the Division should participate in the formula-
tion, and should be allowed to develop, as much as possible, a sense
of identity with and ownership of what emerges. It should also be a
process which is open to the ideas of relevant outsiders, experts and
prime users, and to the ideas and the assent of relevant decision and
policy makers inside the MA. It should be cast in a clearly tentative
form because of the tentative status of our knowledge of D&U and the
resulting necessity to change priorities as we get a clearer idea of
what is needed and what is desirable. Finally, it is important to
make a specific documentary record of priorities to serve as a con-
tinuing guide to day-to-day action and as a means of displaying the
mission of the Division to relevant others.

2. What

Five sections of this report provide a baiis for five different
types of priority setting, and it would seem desirable to enter such
a process for each type as suggested below.

a. Preferred Operational Mode(s)

At the broadest level the Division needs to decide which
among the eight operational modes described in the previous
section of this chapter best describes (a) the way they operate
now, and (b) the way they would like to be operating ih the
future. This is of the highest importance, first, because the
operational mode largely determines the set of specific activities
and subsystems which a Dal unit is required to have and, second,
because no DO unit in the foreseeable future will have the
resources to perform satisfactorily in all eight modes simul-
taneously.

b. Define Gaps and Targets for Improvement Among Division
Activities

Within the context of the preferred operational mode, the
Division staff might then examine the portrait of current acti-
vities, function-by-function, as summarized in the second column
of the comparative analysis in Chapter Four. Preferably this
will be done after that analysis is further specified and quantified
along the lines proposed In Section IV-A-1 above. This inspection
should point to certain elements as underemphasized and certain
others as overemphasized, further suggestihg gaps and targets for
improvement either in terms of upgrading, expanding, or phasing
oat.

For examplela great deal of energy invested in generating
periodicals would be fine if the continuous flow mode were top
priority, but if knowledge-based problem-solving was top priority,
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followed by instant respotise and rapid report, this would suggest
the desirability of deemphisizing or phasing out these periodicals.

c. Define Gaps and Targets for Improvement in the Research
Information Flow Network

In various sections of this report starting with Figure 1.1
and continuing through Figure 3.14 and Figure 5.1, we describe
both ideal and actual configurations of linkage which comprise the
Division's social environment. The data related in Figure 5.1 as
well as Table 7.11point to specific points where the linkage is
weak or problematic. Each of these suggests; an area for future
emphasis, but the Division should decide which interfaces are mast
vital and most relevant to their overall mission.

d. Choose Aspects of the. Process of DU Where Improvement is
Most Desired

Chapter Seven of this report, which deals most directly with
the overall process of DO rather than with the specific linkages
or the functional sequence of activities within it, provides several
clues to areas of needed improvement'. For example, Figure 7.6
displays ideal-actual comparisons on 20 procedural aspects for
the network as a whole. Presumably the items with the largest
discrepancies are a starting point for change, but Division staff
need to review these items in terms of their overall priorities,
select those on which there is the highest consensus, and then
proceed with the planning of specific changes to reduce the
discrepancy and enhance the performance of the network. The
H-E-L-P S-C-O-R-E-S analysis provides an additional or alter-
native basis for working on "process" issues. Judging by our
interview responses on these ten dimensions increased "structuring"
of the Division's activities might be in order. The entire priority
setting process, if adopted, would certainly be a significant move-
ment in this direction.

e. Prioritize the "Improvement Options" of Chapter Eight

The last chapter contains a discussion of the pros and cons
of 30 possible improvement options for a DSU unit. The options
are ordered sequentially in terms of the problem-solving linkage'
model used to compare the activities of the four D$U agencies. .

Division staff might read carefully through this list, rating
or rank ordering each item on a scale of probable impact, cost,'
feasibility with present resources, etc. Separate ratings could
then be pooled and discussed, internally and externally, prior
to a final determination of priorities. Preferably this priori-
tizing of specific task areas would be preceded by the other types
of priority choosing activities suggested in items "a" through
"d," but this need not be the case.
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C. IMPROVING LINKAGE WITH POLICY MAKERS AND LINE AGENCIES

As a matter of principle, we would prefer not to point to specific
recommendations without giving the Division a number of options to choose
from. C. two points, however, we would prefer to be more explicit because
in one we sense that there is a serious problem crying out for solution,
and in thp other they; is an opportunity which should be seized upon.

The problem area is *he relationship of the Division to the Federal,
Regional,and State Offices which constitute the "line" agencies in the
Manpower system. There seems to be some consensus that a gap exists here
which is both informational and interpersonal, and it deserves special
attention. Print, rersonal, and group exchanges with all levels of this
"line" system should be increased, loint research utilization conferences
especially for their benefit should .e organized, and collaborative projects
involving their leadership shjld be encouraged.

The opportunity lies in the area of providing imbroved services upward
in the Manpower Administration. The Division has generally enjoyed good
relations with higher layers of management in MA and with the Office of
Planning Evaluation and Research (OPER). Hence, there should be some open-
ness to providing these important audiences with some innovative D&U services
on a trial-experimental basis. The two which we would propose from our
study of a range of possibilit'es would be the Daily Newsletter (Improvement
Option #18) and some scaled-down version of the "Rapid Response Report Service" I
proposed as "Operational Mode #5" earlier in this chapter. Such a service
has never been operationalized outside of the Congressional Research Service
and seems to provide a unique and novel method for transforming research for
use based on user needs. The chief drawbacks of the system appears to be
the cost of servicing many users and the availability of writer experts.
These drawbacks are present to a much lesser degree if the designated users
are restricted initially to policy makers in problem areas where an R&D
program has been operating for some years.

The survival and advancement of the D&U function in our society depends
to a very large extent on the good will, understanding, and support of
government leaders. It is, therefore, of great importance to provide thtse
leaders with first hand successful experiences with research utilization
by way of a well planned and competently executed direct service activity.

If through such demonstrations we can prove the worth of D&U as a
distinct enterprise, we will be given the opportunity of following through
on the many promising but costly system improvement opportunities which are
detailed in this report and elsewhere.
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CHAPTER II

D&U UNITS: ORGANIZATIONAL PROFILES

I. DIVISION OF R&D UTILIZATION/MANPOWER ADMINISTRATION

A. LEGISLATIVE MANDATE

The legislative authorization for the Manpower Administration's
research activity came from Title I of the Manpower Development and Training
Act (MDTA) of 1962, which was later amended to include authorization for the
experimental and demonstration (E&D) function at the federal level. Additional
funds were added to the Manpower research program under Title I of the Economic
Opportunity Act (EGA) of 1964 in connection with work experience and training
programs, as well as the Work Incentive (WIN) Program under Title IV of the
Social Security Act. With the additional sources of funding, the total research
budget has increased to about $23 million.

B. PURPOSE OF RESEARCH AND UTILIZATION ACTIVITIES

The purpose of Manpower Administration Research and Development (R&D)*
has been described as the development of "information and methods for dealing
with the problems which interfere with full, productive, and satisfying employ-
ment for all American workers, so that Manpower programs will both enhance the
workers welfare and strengthen the nation's economy." ** The goal of utiliza-
tion efforts has been closely related to the program-oriented mission of
Manpower R&D: to develop a manpower system for the disadvantaged and other
target groups which is "...continually absorbing and using new ideas, new
techniques, new forms of organization, new ways of delivering services." ***

C. ORIGIN

In 1966, Dr. Curtis C. Alter, the Associate Manpower Administrator for
Policy, Evaluation, and Research, issued orders that R&D utilization activities
must occur both within the E&D program of the Office of Special Manpower Programs
(OSMP) and the Office of Manpower Research (OMR). A small Clearinghouse and
Utilization Group was already established in OMR and a Division of Utilization
was developed in OSMP.

Efforts in this area before the utilization requirement included a contract
for "Operation Retrieval" to synthesize earlier E&D products, incorporation of
special arrangements for utilization into some contracts, and a clearinghouse
designed to assemble information on automation and technical change. Seeds of
the activities of the-present Division of R&D Utilization were developing with
the operation of both utilization units in late 1966. Dr. Edward Glaser,
Director of the Human Interaction Research Institute in Los Angeles, planned
and conducted a multi-agency seminar which was sponsored by the Manpower Adminis-
tration In 1966 to share agencies' utilization strategies and develop a "doctrine"
of utilization for the Manpower Administration.

* "Development", as used here, includes both experimental and demonstration
projects.

** E rimental Demonstration and Research Pro rams, 1970 (author unknown).
*** emo wr tten by Judah Dro , Marc , 9 9.



The two utilization units were responsible for dissemination and util-
ization (DtU) activities within the E&D and research arms of the Manpower
Administration. OMR was responsible for the more academic-oriented research,
whereas OSMP administered the experimental and demonstration programs. In

April of 1970, the staffs of the two offices, OMR and OSMP, were merged to
form the Office of Research and Development (ORD) for the purpose of providing
a more "integrated" research and development program. At this time, the
staffs of the two utilization units were also Joined to form the present
Division of R&D Utilization.

D. HIERARCHY IN THE MANPOWER ADMINISTRATION

The Manpower Administration is only one of the major administrative and
program areas of the Department of Labor. It contains staff with various
functional orientations. The Assistant Secretary, the Manpower
Administrator, and the Deputy Manpower Administrator's Offices are primarily
concerned with policy and planning decisions. The Office of the Deputy
Manpower Administrator also serves as the point of control for all contacts
and communication channeled to the regional offices and the State Employment
Security Agencies, with clearance procedures required by the Office In order
to insure that all directives and instructions sent are congruent with
present department policies.

The program people at the federal level, e.g., United States Employment
Service (USES), as well as the regional offices, serve as intermediaries to
the state and local programs funded by the Manpower Administration (such as
State Employment Services, Neighborhood Youth Corps, WIN program, etc). The
decentralization of some authority and funds to the regional and state levels
has shifted the functions of program people at the federal level in that they
now provide staff support and establish general guidelines and policies for
the state and local operating offices.

The Office of Planning, Evaluation, and Research (OPER) serves both
policy makers and administrators,.as well as program people in the Manpower
Administration. OPER consists of the Office of Research and Development (ORD)
and the Office of Planning and Evaluation (OPE). OPE staff provide assistance
for planning and evaluation of the Manpower programs; one division provides
policy advice and research information to the Assistant Secretary and other
decision makers, while another division performs or contracts to have evalua-
tion studies done of various components of the Manpower programs. This latter
function links them to the program people, such as those in USES, OEDP, the
WIN program, etc. ORD staff provide assistance to the research, experimen-
tation, and demonstration efforts of the Manpower Administration; it was
estimated that 95% of the research done in the Manpower Administration is
administered by this Office. Within ORD, responsibilities for the research,
experimentation, demonstration, and utilization functions are allocated
separately among five divisions, one of which is the Division of RO Utilization.

-48-



E. PRESENT OPERATIONS OF THE D&U UNIT

1. Staff

As of November of 1971, the time of interviewing, the Division
of R&D Utilization consisted of the Division Chief, six other professionals,
and three clerical staff. The backgrounds of the Division's staff members
are varied, although most have been working in the Department of Labor for
numerous years. Rather than coming in as DO specialists, they generally
have knowledge of various substantive areas in Manpower programs.

2. Funding Base

The Division does not have control of its own budget; instead,
the R&D budget is pooled at the ORD level where an annual R&D work plan is
developed among the divisions and the Director and Associate Director of ORD
(input also comes from program people at this time). The Division presently
has $1.75 million in current contracts, out of a total of $23 million for
all of ORD.

3. Functions

Division staff members are active in R&D contract and grant work
both funded through the Division and outside, and in dissemination and
utilization activities. All of the professional staff work with other
divisions and contractors through the "buddy system", in which they /we
generally assigned to various projects on the basis of their substantive
areas. Through this system, they, collaborate with project officers in other
ORD divisions during the life of the projects in order to plan utilization
strategies and define user groups for the research products. The largest
percentage of staff time is spent in this activity; estimates ranged from
10 to 66%, with an average of about 50%. Staff members also serve as project
officers for those contracts administered directly by the Division in addition
to other individual assignments such as various tasks with written output (the
annual R&D projects book), and liaison or "linkage" roles.

The secretarial staff members of the Division play an Important role

in dissemination activities through maintaining a library of all completed
project reports, mailing copies of reports on request, and maintaining and
enlarging a mailing key which serves as a basis for sending out various Division
products. They also have become involved in project record keeping and work
on the annual projects book, which involves a good deal of contact with other
divisions.

Manpower Administration staff outside of the Division who were asked
to describe their perceptions of the Division's functions frequently mentioned
the following: distribution of research results to users within and outside
of the MA; summarization and other types of transformations of research reports;



development of utilization strategies at various points in the process of
research production, dissemination, and utilization. Staff members who have
worked with the Division through the "buddy system" more frequently mentioned
the Division's responsibility for development of utilization strategies;
whereas those not directly involved in the "buddy system" more frequently
recognized the Division as a disseminator.

F. OTHER MANPOWER D&U EFFORTS

The Division of R&D Utilization is not the only place within the Manpower
Administration charged with disseminating knowledge and getting it used,
although it has been identified as the focal point of such activities, Some
staff in other divisions of ORD have actively participated in utilization
activities of the Division.

The Division of Evaluation in OPE, which performs or contracts to have
evaluation studies done on Manpower programs, has set up a system to implement
findings of the evaluation studies. This Division meets with program people
at various points in the project and sends reports to the Division of Policy
Studies and Analysis in OPE; the latter Division is charged with providing
information and advice to the policy makers of MA. The Division of Policy
Studies and Analysis summarizes results and spells out policy implications of
the evaluation studies for the Assistant Secretary and program people.

Some program people in USES and OEDP perceive themselves as having respon-
sibility for utilizing the products of R&D as well as of evaluation. With the
assistance of ORD, they have used their series of letters to the field to
relay some research information. They also distribute some R&D materials, such
as handbooks.

The Manpower Administration Office of Information also serves a general
dissemination function. Its focus is that of providing published information

. of a more general nature rather than relaying only technical R&D information,
which is more the function of the Division of R&D Utilization.

The Experimental Manpower Laboratories sponsored by the Manpower Adminis-
tration were also mentioned as sources of D&U activity. The Experimental
Manpower Laboratory of Corrections at the Draper Correctional Center in
Montgomery, Alabama, has been particularly active in dissemination efforts.

G. THE KNOWLEDGE BASE

The Division of R&D Utilization has a clear focus on that R&D information
produced by the Manpower Administration. This means primarily the research,
demonstration, training, and experimentation knowledge produced through contracts
and grants sponsored by ORD, excluding evaluation research sponsored by OPE.
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The topic areas represented by ORD contracts and grants reflect the
primary manpower issues of the day. From an earlier emphasis on study of
and programs for the benefit of those already within the labor market
(e.g., the effects of,automation), which reflected the statutory language,
emphasis has shifted to expanding the market by extending services to the
disadvantaged and under-employed (e.g., the emphasis on minorities, employment
for welfare recipients, training for youth, women, etc.).

As we move to those pieces of knowledge with which the Division works
most actively, we see two different patterns emerging: first, there is the
knowledge produced by ORD grants and contracts coming from the other divisions
( "R&D on manpower"); and second, that produced by contracts to develop new or
better ways to insure that the first type of information gets disseminated
and used ("R&D on utilization"). In day to day activity, however, more total
staff time appears to be spent in assisting in the dissemination and utiliza-
tion of manpower R&D, and linking with the project officers in other divisions
to develop dissemination and utilization activities.

The "buddy" efforts, in the recent past, were organized by project
officers (one staff member working with most or all of the projects of a few
project officers), but recently the trend has been toward organization by
topic area (staff member taking projects within his or her fields of expertise,
thus working with more project officers). A wide variety and a large number
(about 190) of R&D projects are thus linked to by Division staff, running the
subject matter gamut from black employment to vocational education, women's
programs to WIN research conferences. Much of the involvement comes as these
projects near completion, and usually consists of deciding (with agency and
research personnel) what to do to get which results to what potential users.

There is considerable variety among the D&U projects initiated by the
Division of R&D Utilization. Most, however, take the form of attempts to
repackage information. Included here are projects to produce Jargon-free
summaries of R&D results, syntheses, and state-of-the-art papers. This
activity allows the Division to cover, secondarily, the knowledge which is
available outside of its mandate, although the state-of-the-art papers produced
thus far have been limited to subjects where ORD is the major producer of the
R&D reviewed. Other work involves exploring effective communication media:
an attempt to target communication for special audiences, development of self-
instructional courses using tape cassettes or films as a medium. The Division
has also sponsored contracts designed to employ user groups in transmitting
research information. Special provision for publicity and dissemination of
effective programs are built into some projects. Finally, some work has been
done on conceptualizing the knowledge flow process (e.g., through conferences
with outside experts in the field). In balance, however, more of the R&D
initiated by the Division attempts to actually improve dissemination and use
of knowledge than to investigate the D&U process itself.



H. AUDIENCES

1. Intended Clients

The intended clients,* as perceived by both Division of R&D
Utilization staff and other staff within the Manpower Administration, include
a complex system of multiple user groups inside and outside of the Manpower
Administration. Policy makers, researchers, professional manpower practitioners
(ranging from program administrators.at the federal level to state and local
program operators), vocational educators and other government agencies,
employers who participate in Manpower programs, the ultimate recipient of
Manpower programs, and the general public are general user groups identified.
These user groups obviously cut across agency lines, since the Manpower program
Interfaces with a variety of other agencies (Vocational Education and Manpower
Development and Training - MDT - In the Office of Education, Vocational Rehabil-
itation in Social and Rehabilitation Services, etc.) as well as private assoc-
iations and organizations. it was emphasized that intended user groups in
other agencies are not necessarily located atthe federal level; rather, the
intended clients include the state counterparts of other federal agencies.

ORD staff, particularly the staff of the Division of R&D Utilization,
then have the responsibility of providing a flow of information to "inter-
mediaries" in other divisions and agencies as well as to their perceived
clients. This responsibility for multiple client groups was reflected in
the perceptions that Division of R&D Utilization staff members have of
audiences to be served: although the primary emphasis was placed on policy
makers and program officers within MA, such varied user groups mentioned
included practitioners outside of the Manpower Administration (state vocational
education and MDT offices, local employers, private industry, private associa-
tions, and organizations), local government offices, and in a few cases,
researchers. The Division staff members did not view the general public and
the beneficiaries of manpower services as clients within their realm of activity.

2. Actual Clients

In addition to ascertaining the intended client groups the

Manpower Administration, an attempt was magiaraiess the actual gr ps

served by the staff of the Division of R&D Utilization and others. To this
end, interview responses were screened to identify types of media used to
transmit information, types of user groups to which such media were directed,
and also to identify the weight of efforts to various user groups.

It is noteworthy that a wide range of media is employed to reach various
user groups, both oral and written; The media range from reports themselves,
to R&D information that has been transformed to varying degrees (monographs,
memoranda, etc.), to various forms of oral transmission (meetings, conferences,

* Taken from a specific question on the questionnaire: "Who are the intended
clients of such research?"
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informal personal contacts). Oral modes of reaching users were most often
mentioned by Division staff members as a source of transmitting information,
and this fact relates to the emphasis placed on this medium by various
Division staff. In relating types of media employed to specific types of
user groups, we can attempt to define the actual user groups and emphasis
placed on them in terms of the different types of activities employed.

a. Policy Makers

Although policy makers were a primary intended client group of both
Division staff and other staff, some of those outside of the Division are
more closely linked to the policy group by their job roles. The Division,
in fact, views ASPER and OPE as channels to the policy makers, and attempts
to feed research information to the policy makers through these channels
(e.g., using Advance Research Briefs). However, with their indirect linkages,
the staff of 1615iViiTEn7crR&D Utilization have noted that this policy user
group has not been adequately served for a number of reasons: staff size and
time limit their ability to cover all client groups adequately; some Division
staff members did not feel that they had adequate knowledge of the policy
concerns in the Department of Labor.

b. Practitioners

A wider variety of means were employed to reach practitioners,
particularly those within the Manpower Administration. The range includes
everything from outstanding reperts, to handbooks, to oral modes. It should
be noted that the actual mode employed to reach practitioners by Division
staff is carefully selected on the basis of how wide or intensive the impact
of the mode will be. Dissemination of reports, periodic listings of reports,
the annual projects book, etc., are employed to reach the widest possible
range of Manpower practitioners at various levels, from USES staff to local
mayors' offices. Other means, such as conferences, handbooks, and even
on-site visits of demonstrations have been used by Division staff to impact
smeller groups of practitioners.

c. ORD Staff

This "unintended" client group also obtains information and services
from the Division of R&D Utilization with informal, personal contacts by far
being the most common means used. The "buddy system" serves as a vehicle
for these contacts as well as other, more formal meetings. One staff member
described the relationship between the Division of R&D Utilization and other
divisions in ORD as "interactive", with many utilization efforts crossing
Division boundaries.

d. Researchers

Different modes of communication were used in reaching this group,
although for the purpose of informing them of research, written modes were
most common. Summary modes such as the annual research projects book are
prime media. Although researchers, as a group, were not mentioned frequently
as intended clients, it was stated that a large proportion of requests for
reports came from universities.
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e. Consumers and the General Public

Two user groups which were reported as being sent the least
information output from ORD and the Division of R&D Utilization are the
ultimate beneficiaries of programs improved through R&D (the job seekers)
and the general public, mainly because the Division does not consider these
groups to be part of their primary client system. These user groupi would
require more general information, and the Division is not equipped with the
resources to handle the function of providing such general, non-technical
information on a systematic basis. Nor would doing so contribute much to
improving Manpower policies and programs, which is ORD's overriding objective.

II. RESEARCH UTILIZATION BRANCH/SOCIAL AND REHABILITATION SERVICE

A. LEGISLATIVE MANDATE

Legislative authorization for the research and demonstration (R&D)
programs of the Social and Rehabilitation Service (SRS) comes from a variety
of sources. Section 4 (a) (1) of the 1954 amendments to the Vocational Rehabil-
itation Act authorized research to seek solutions to vocational rehabilitation
problems.* Section 1115 of the Social Security Act (SSA) authorized demon-
stration projects in the area of public welfare administration to be funded
only to state agencies, and Section 1110 authorized R&D designed to help solve
problems besetting welfare clients; the latter authorization includes support
for eight Regional Research Institutes in Social Welfare. Section 426 of the
1960 amendments to the SSA authorized funds for research in the area of child
welfare, and Title II, Section 202 (8) and Title IV, Section 707 of the Older
Americans Act authorize research in the general area of aging. The Agricultural
Trade Development and Assistance Pkt (P.L. 480) authorizes use of U.S. government-
owned foreign currencies for research in other countries.

The budget for the SRS research programs has increased from $51 million
to $59 million in the last three years. For FY 1970, Rehabilitation Research
included a large share, with about $20 million for research and $10 million
for the Research and Training Centers. For FY 1973, the SRS research budget
will be $64 million.

Legislation authorizing dissemination of research and information includes
the following: Section 7(a)(3) of the Vocational Rehabilitation Act (VRA) for
information, Section 7(c)(2) of the VRA for research, Section 202 (166) of the
Older Americans Act, and Title III, Section 304 of the Juvenile Delinquency
Control and Prevention Act. In addition, the Congressionally-constituted
National Citizens Advisory Committee on Vocational Rehabilitation, and the
administratively-authorized Task Force on Research Utilization both have
strongly urged more comprehensive programs of research utilization in order to
meet. pressing client needs.

* The Research Utilization Branch (RUB) has worked primarily with research
sponsored under this legislative authorization. Funds for RUB-sponsored
projects also largely came from this source.
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B. PURPOSE OF RESEARCH AND UTILIZATION ACTIVITIES

John D. Twiname, Administrator of SRS, has described the general mission
of SRS as that of enabling "America's handicapped people to move from depen-
dency, alienation, and deprivation toward social productivity, self generation,
and independence." The research and demonstration programs are to support
this mission. However, the "handicapped" encompasses a wide range of clients,
as reflected in the different areas of research authorized: aging, child welfare,
welfare and public assistance, and rehabilitation. Thus, most of the research
is of an applied nature, given the mandate under which the R&D program operates.

With the wide range of research activities in SRS, RUB has developed
the following goals: 1) to improve R&D information activities within SRS;
2) to help assure that research is planned, conducted, and reported so as to
maximize the likelihood that effective results will be produced; 3) to

establish links in the field between research and practice; 4) to generate
new knowledge on RU, the diffusion and adoption of innovations, and the use
of research results to improve policies, programs, and practices; 5) to
create in service agencies a general atmosphere conducive to change, a will-
ingness to use available resources and knowledge, and a capacity for ongoing
renewal within agency and program; and 6) to work and plan toward an overall
RU system that is conceptualized and tailored to fit SRS circumstances and
needs, and that will bring better overall utilization of SRS research results.

C. ORIGIN

In 1966, a Task Force was convehed in the Vocational Rehabilitation
Administration (VRA) charged with recommending measures to identify and
put effective research results to use. In July of 1967, before the recommen-
dations came out, the creation of the Research Utilization Branch (RUB) was
announced in an administrative letter from Commissioner Mary Switzer.

There were some activities in the area of dissemination and utilization
even before the creation of the present RUB. The Branch grew out of a small
editorial unit in the rehabilitation research program which distributed a
"Rehabilitation Service Series," similar to the present Briefs. In 1964, the
VRA sponsored a study on the "Utilization of Applied R&D Results" by Dr. Edward
Glaser.* Results of "Selected Demonstrations" were disseminated and aprox-
imately 20 conferences designed to bring research findings to researcherand
practitioners were conducted through 1968. Some of the early efforts also
included cataloguing and dissemination activities. However, it was with the
administrative authorization for the creation of a utilization unit that
utilization activities within VRA were focused.

Various events influenced the growth of RUB. Early in 1968, the Task
Force and RUB were authorized to implement the 13 recommendations of the Task
Force Report. It was not until 1969, however, that specific projects were
designated for sponsorship by RUB and a separate Review Body was established

*This early study (reported in Glaser, et al., 1966) was used by some
other federal agencies in beginning their D&U activities.
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for the Branch. Projects sponsored in the first year of funding included the
initiation of nine Research Utilization Specialists (with one in a State Voca-
tional Rehabilitation Agency within each region) and the development of one
of the two existing Research Utilization Laboratories. These projects reflected
the initial focus of RUB on developing linkages to the field in order to better
relay messages to practitioners.

Around the same time that RUB was created, larger organizational changes
were occurring that affected the scope of the Branch's activities. in 1967,
various programs, including the Vocational Rehabilitation Administration and
the Welfare Administration, were merged to form the Social and Rehabilitation
Service (SRS). The separate research programs of the administrations also
were gradually merged into the one Office of Research and Demonstrations (ORD)
within SRS. During 1971, centralization of all °research programs occurred,
although the R&D programs still remain somewhat discrete.

With this merger, the Research Utilization Branch became part of one of
the research divisions of ORD; also at this time, the need for utilization
activities among all the formerly separate research programs was expressed.
The National Citizens Advisory Committee on Vocational Rehabilitation in 1968
recommended that research utilization become a normal part of the SRS research
program and that information systems be expanded in SRS. In 1971 an in-house
Task Force was created to look at the question of utilization of SRS research;
recommendations were largely directed to organizational changes. As the
concern has grown for utilization of research across research programs in SRS,
the RUB has informally expanded its activities to include D&U of welfare
research and other areas of research beyond rehabilitation research.

A reorganization is presently pending in SRS that could have some effect
on D&U efforts. The nature of the divisions in ORD may change to reflect
various functional areas, e.g., employability and self support, rather than
the present mix of divisions concerned with grants, contracts, or intramural
research. There is also a possibility that the position of RUB in the organ-
izational structure may change to reflect the increasing concern for SRS-wide
utilization efforts.*

D. HIERARCHY IN THE SOCIAL AND SERVICE

SRS is only one of the major program areas of the Department of Health,
Education, and Welfare (HEW). The other agencies within HEW are responsible
for other major program areas. Over all these agencies are offices of the
Assistant Secretaries which provide staff services and policy advice to the
Secretary of HEW as well as to the agencies within HEW.

SRS is an umbrella organization, with the policy makers in the Adminis-
trator's and Deputy Administrator's office providing guidance for the bureaus,
or operating programs, and the centralized administrative offices which lie
between the program and the policy functions. SRS is organized
around common clients or populations rather than around a discipline or field,
in other words, around the user rather than around an underlying conceptual
frame of reference.

* As of July 17, 1972, the Research Utilization Branch attained division status.
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The bureaus operate under different legislative mandates'and their
program structures and client groups vary somewhat, in spite of overlap of
some services to different client groups. The Administration on Aging is
responsible for developing and expanding services to the elderly, including
over 1,200 senior centers at the local level. The Community Services Adminis-
tration provides technical assistance and guidelines on social services for
families and children. The Assistance Payments Administration is primarily
responsible for public assistance programs. The Medical Services Administra-
tion oversees the programs of both vocational rehabilitation and developmental
disabilities. The remaining bureaus include the Youth Development and Delin-
quency Prevention Administration and the Cuban Refugee Program.

As the process of decentralization of program responsibilities from the
central organization to the regions has been underway in SRS during the past
few years, the role of the program people at the federal level has been changing
to that of providing priority and management guidelines to the regions and
states, insuring that state programs are in compliance with federal statutes
and regulations, and providing new training skills and programs to match new
priorities of the agency.

Along with the Administrator and Deputy Administrator and the bureaus
in SRS, there are also the three offices of the Associate Administrators which
are located between the other two personnel groups and provide staff assistance
to both. Most of the research conducted and sponsored by SRS occurs within
the Office of Research and Demonstrations (ORD) which is part of the Associate
Administrator's Office for Planning, Research, and Training. Included in ORD
are six divisions which have varying sources of legislative authorization for
their research programs. Within the Division of Research and
Demonstrations, there are four branches, threeof which have different legis-
lative sources for funds. The Research Utilization Branch does not have a
separate legislative source for its funding, but receives funds from the
research money which is pooled at the ORD level.

E. PRESENT OPERATIONS OF THE D6U UNIT

1. Staff

The Research Utilization Branch, at the time of interviewing, included
the Branch Chief, three other professional staff members, one Research Adminis-
trative Assistant, and one secretary. Another professional staff member is
in the process of being assigned to RUB on a detail basis to develop plans for
SRS telecommunication efforts. The backgrounds of the staff members vary from
expertise in the area of audio-visual communication to more general prior work
experience in other parts of SRS.
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2. Funding Base

Money for RUB's R&D efforts comes from the research budget which
is pooled at the ORD level. Most funds RUB has received from this pool came
from rehabilitation-based authorizations; in turn, RUB had worked primarily
with the rehabilitation research in the past. The year 1969 was the first
in which projects were specifically sponsored by RUB; the RU budget has
increased from 1.1% of the total R&D budget in 1969 to 1.7% in 19/2.

Generally speaking, ORD has moved from a "review" process to a
process of "concurrence" in establishing allocations for R&D efforts. The
steps taken to allocate ORD research funds to the various divisions and
branches are encompassed in the management review process of SRS.

3. Functions

Branch responsibilities have expanded over time to include utilization
efforts, telecommunication efforts, and efforts to establish an information
system for SRS as a whole. Given these responsibilities, the activities of
staff members fall into the following general areas: 1) policy formulation;
2) planning and development of in-house and contracted efforts; 3) managerial
duties, e.g., monitoring of contracts. With a relatively small number of
personnel, the RUB staff have assumed a "functlonal" approach to Branch activ-
ities and duties of the staff members vary from week to week.

The clerical staff of RUB are also involved in D&U activities. The
Research Administrative Assistant spends almost all of her time distributing
reports and maintaining controls over projects, since RUB is responsible for
obtaining final reports of rehabilitation research after the termination of
these projects. She also maintains monthly acquisition lists of final rehabil-
itation research reports, distributes the lists to staff in SRS, and helps
monitor the abstracting contract.

Non-Branch staff members' perceptions of RUB's responsibilities.and
functions varied depending on how much contact and.work the outside staff
have had with RUB. The bureau staff who have worked most closely with RUB,
Rehabilitation Service Administration (RSA) staff members, viewed RUB staff
as "brokers" or "middlemen" between the R&D staff.and the program staff in
RSA. Some respondents in other bureaus viewed RUB'O function as that of
communicating what has been done and "getting information out." Others perceived
no functions performed by RUB in the past that pertained to research relevant
for their bureaus.

F. OTHER SRS D&U EFFORTS

The Research Utilization Branch has not been the only unit concerned with
DO, particularly since it has had a formal mandate to utilize results of
rehabilitation research only, and has used funds primarj,ly from the rehabili-
tation

Ill
research program. The other R&D divisions and branches in ORD have been
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'responsible for D &U activities to some extent, although most efforts have
been concerned with dissemination. Beyond dissemination of final reports,
some divisions and branches have conducted conferences and workshops with a
utilization focus. Within the Division of Intramural Research in ORD, a
Research Analysis and Utilization 'Branch (RAUB) was originally set up to pull
together and analyze social science research in the area of welfare with the
purpose of identifying needed areas of research and implications of existing
research for policy makers. However, RAUB presently moreore or less "on
paper" due to decrease in staff size and the pending reorganization.

Aside from the D&U efforts of the other units in ORD, some program people
in the bureaus feel responsibility for utilization of research results. The
training programs in the bureaus were seen by program staff as a key place to
feed out research products to the practitioners, and expansion grant funds,
administered by the bureaus, were also viewed as a way to link up to the
research program.

The Office of Public Affairs (OPA), an SRS-wide unit, and the Public
information Offices in each of the bureaus have responsibilities for dissemin-
ation of more general information to the public. All of the staff members in
RUB have specific links with OPA; for example, one RUB staff member has liaison
with the editor of SRS Newsletter to insure R&D input into this medium. RUB
also views the dissemination 77alion as a responsibility of the contractors
and grantees themselves.

G. THE KNOWLEDGE BASE

Most of the research knowledge produced in SRS is sponsored by ORD.
The reorganization of 1967 ultimately moved research responsibility from the
line administrations to the centralized location in ORD, which now has divisions
and branches which are linked to the program administration areas. Therefore,
R&D information should be responsive to the needs of the line administrations.
In 1970, rehabilitation R&D received the largest share of R&D projects and
funds anewas conducted for four purposes: to add information useful to the
fields of physical, mental, and social rehabilitation; to make existing programs
more effective; to serve administrators of these programs; and to stimulate
and guide legislation.

The primary role of RUB is that of improving the dissemination and utiliza-
tion of the rehabilitation R&D. . Increasingly, RUB has been handling all of
the R&D sponsored by SRS in a nujnber of efforts: an annotated bibliography
SRS Research'(1971); an abstracting and indexing contract (RUB sends all R&D
to be included in NTIS); and RU requirements for applications and continuation
requests, used for all R&D programs in SRS. RUB has served as a point of
coordination for D&U contracts and grants as well as condudting some.in-house
activities.
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In FY 1970, 27 DO projects were sponsored by RUB (using rehabilitation
research funds allocated at the ORD level), including two grants.for Research
Utilization Laboratories and nine pilot Research Utilization Specialists.
Contracts are also let for abstracting and indexing final reports and develop-
ment of the SRS-wide information system, for state-of-the-art reviews, utiliza-
tion conferences, and specialized packaging. RUB also prepares the.R&D Brief
Series, highlighting results and implications of research.

In conclusion, we should note the relation of RUB to research projects
sponsored elsewhere in ORD. Most of RUB's effort came once the project was
completed and "turned over" to the Branch for development and execution of
such DO activities as judged warranted. RUB has long been actively involved
in the development and revision of guidelines for final report writing.
Recently, however, the influence of RUB has been expanded to the earlier stages
of research development by means of staff involvement in planning the annual
R&D Strategy and by required use of RUB-produced RU guidelines for research
applications and continuation requests.

. AUDIENCES

1. Intended Clients*

The intended clients or users for the information which RUB either
disseminates or causes to be disseminated (through its contracts and grants)
range through several different systems. Various professional or practitioner
groups, primarily in rehabilitation, were mentioned frequently `by RUB staff
as their most important clients. Other federal staff members (chiefly within
SRS) are also important intended clients, in so far as they administer programs
which affect practitioners and the ultimate clients (those In need of SRS
program services) directly. Here, too, policy makers at all levels become
potential targets for research knowledge. Universities and training centers
are additional important target groups.

.Given the past rehabilitation emphasis of RUB, RSA has been the SRS
administration with which RUB has linked most closely. Occasionally, infor-
mation provided to RSA staff is passed on directly to the bureaus' important
clients; research knowledge may reach the "ultimate" clients indirectly in
the form of program emphases.

2. Actual Clients

In our interviewing process it was difficult to separate intended
from actual clients, particularly since a complete accounting of all commun-
ication activities of each staff member was not solicited. However, from the
interviews it was possible to obtain general indications of wh)ch client or
user groups received emphasis in RUB activities and which media were employed.

* "Clients," as used in this report, means "information uflrs", i.e., clients 411
of DO activities.

0

-60-



In general, the actual clients of RUB are primarily practitioners, SRS
staff, and more rccently, policy makers. Regarding practitioners, an impor-
tant principle appears to guide RUB's activities: given the size and work
load of RUB, most dissemination efforts to reach this group appropriately
should not be and are not undertaken directly by the Branch itself. Instead,
project activity (e.g., D&U contracts and the original researchers themselves)
should undertake the actual communication task in reaching practitioners.
RUB is thus freed to spend more time preparing materials for dissemination,
to communicate with SRS staff and policy makers, and perhaps most importantly,
to plan future psU activities by bringir9 together theories and models of DSU
with knowledge of the topics, needs, knowledge, and clients of SRS.

a. Policy Makers

There has been a recent attempt to get more information to policy
makers in general. Written materials, e.g., R&D strategies, summary and
position papers, etc., have served as a primary medium of reaching policy
making staff in SRS and HEW. The DUI effort for policy makers has shifted
informally to RUB and other ORD staff with the cut in the Research Analysis
and Utili.zation Branch (Division of Intramural Research). The management
procedure in which bureau, regional, and ORD staff are involved in developing
the RSD Strategy may serve as a means of relaying R&D information to policy
makers at various levels.

b. Practitioners

Many different mechanisms are employed to reach this group (here
defined as state and local, public and private, topic experts -- e.g.,
rehabilitation counselors and administrators of state and local programs).
It is for this group that RUB attempts to develop linkage mechanisms outside
of itself. Current efforts of RUB show a shift of concern away from dissem-
ination activities and toward the utilization part of the DSO process. Three
related processes fit in this current interpersonal emphasis to reach practi-
tioners: the two RU Labs, nine RU Specialists in pilot states, and interface
conferences which bring together researchers and practitioners. We do not
intend to give the impression that RUB only links, to practitioners through
interpersonal, outside activities. A large proportion of RUB's stafi time
goes into the preparation Of written information (either done in-house or
through contracts or grants outside, e.g., indexing, abstracting, and summar-
izing contracts). As a general conclusion, RUB appears to be exploring,
within its staff and budget \constraints, the effectiveness of several different
models for communicating research knowledge to practitioners, and for getting
such communicated knowledge pot into use In the daily operations of users.
This indicates an awareness of both theories and models of DSU, and of needs
and conditions of researchers and potential users.
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c. SRS Staff

Most of RUB's contacts in SRS have been either within ORD or with
RSA. Upward direct communication to policy makers as clients appears to
flow more through ORD than .RSA channels, following the chain of command to
the organization of which RUB is a part. Written materials are the primary
medium, but interpersonal links do exist to both ORD and RSA and, because
of more limited activity, other administrations to a lesser degree. Other
ORD project officers have also developed informal communications with bureau
staff in SRS, given that they are the ones who are most directly involved
with projects and who have good knowledge of expected project results.

d. Researchers

In their role as project officers for RUB-sponsored research,
Branch staff have frequent contact with a small portion of the research
community. Communication appears about as frequent with researchers in
search of topics as with those who are already funded. Beyond this admittedly
small number of researchers, RUB has an impact on rehabilitation researchers
through the D&U guidelines it has developed and revised for final reports.
The guidelines which RUB has recently developed for RU input in all SRS
research applications and continuation requests will impact an even larger
number of researchers.

e. Consumers and the General Public

In collaboration with OPA, RUB has done much in this area. A

half-hour television program has been written for a nationwide network, and
a RUB staff member has assisted in developing videotapes on various subjects.
Project Alert, in which assigned staff will relay R&D information to the media,
is being built up gradually. The written R&D Brief Series and more recently,
the audio-visual series are considered to be directed to this audience as
well as to others. Some requests for information from the public do come to
RUB and are answered by staff members with existing written materials or
referrals to other SRS offices, the grantees, or NTIS.
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III. MENTAL HEALTH SERVICES DEVELOPMENT BRANCH/NATIONAL INSTITUTE OF MENTAL
HEALTH

A. LEGISLATIVE AUTHORIZATION

Through Public Law 911, authorization was given in 1956 for the Mental
Health Project Grants Program of the National Institute of Mental Health (NIMH)*.
This program was established to provide funds for demonstrations of improved
ways to deliver mental health services. Funding levels for the whole Grants
Program have remained relatively stable over the last three years at about
$141/2 million; the core of the program in the Mental Health Services Development
Branch has funds of about $71/2 million out of that total.

B. PURPOSE OF RESEARCH AND UTILIZATION ACTIVITIES

Dr. Bertram S. Brown, Director of NIMH, has described the Institute's
mission as follows: "to develop knowledge, manpower and services to treat
and rehabilitate the mentally ill, to prevent mental illness, and to promote
and sustain mental health." Thus, a "trinity" of research, training, and
services has been important in the development of the agency's mission.

The research and development mission fostered by the Mental Health Services
Development Branch includes a three-stage process: 1) evaluating the needs,
gaps, and problems in the delivery of mental health services; 2) searching
for appropriate existing solutions or developing solutions through research;
3) fostering the diffusion and adoption of solutions. The emphasis of the R&D
mission is to promote their Division's goal of the improvement of the delivery
of mental health services.

C. ORIGIN

Before 1966, the Mental Health Project Grants Program was attached to what
is now known as the Division of Mental Health Service Programs. In 1966, this
Grants Program was moved out of that component as the Division did not carry a
research mission; instead, this Division focused on administering grant programs
which were designed to initiate and fund staffing and construction for local
community mental health centers and to provide project support for mental
hospitals.

* Other legislative authorization for research exists in NIMH; however, the
Mental Health Services Development Branch primarily works with research of
the Mental Health Project Grants Program (especially with the services R&D
portion of this Grants Program). This Grants Program comprises about 19%
of the total NIMH research allocation.
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The 1966 transfer of the Mental Health Project Grants Program into
what is now known as the Division of Extramural Research resulted in the
Grants Program becoming the Applied Research Branch. It remained in the
Applied Research Branch until 1970, at which time a portion of the Branch
staff and over 50% of the funds from the Grants Program (for the more service-
oriented research) were moved into the Mental Health Services Development
Branch. In 1970 then, the present Mental Health Services Development Branch
was created by the merger of staff from the Applied Research Branch and staff
already in the MHS Program Division. This merger was important in that it
brought together staff with different expertise and backgrounds and allowed
for a "marriage" between a research program and a service-support program for
the whole MHS Program Division.

The staff who moved from the Applied Research Branch brought with them
knowledge of R&D program development. In 1966, an attempt was made to review
the findings of the first ten years of the Mental Health Project Grants Program;
however, results could be obtained for only 40% of the terminated projects.
This discovery led to project monitoring by staff to insure the completion of
projects. Also, the dissemination of project information became an important
goal in the Grants Program. All projects for which final reports were received
in 1967 were evaluated in terms of the amount of dissemination that had occurred.

In NIMH-sponsored studies, it was found that "innovators" rarely obtain
their ideas from written materials; therefore, the concept of utilization was
introduced. Through contracts and in-house research, studies were conducted
on the factors that influence the utilization of projects. Some of the results 410
were employed in experimental efforts and criteria were developed by which to
rate the utilizability of specific research applications. Beyond utilization,
another concept recently has been introduced: in an attempt to improve the
delivery of services, project grants are to be used as instruments in promoting
organizational change.

These then were the concepts that persons involved in the Grants Program
brought with them into the Mental Health Services Development Branch. On the
other hand, those staff members who had been in the Division of MHS Programs
possessed background in consultation through their experiences in administering
support programs for the community mental health centers and mental hospitals.

Even though the Branch has developed experience in fostering the diffusion
and adoption of research results, it has not served as a DO unit for all of
NIMH research sipce neither this unit nor other units in NIMH have administrative
or legislative aethorization to provide such a function. Instead, the Mental
Health Services Development Branch has defined responsibilities for research
and development activities (including D&U) for services-related research.

D. HIERARCHY IN THE NATIONAL INSTITUTE OF MENTAL HEALTH

The National Institute of Mental Health (NIMH) is one of four organizations
within the Health Services and Mental Health Administration (HSMHA). HSMHA is
the "health arm" of the Department of Health, Education, and Welfare.
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NIMH has been described as a "flat" or "horizontal" organization, since
there are basically only two types of units within the Institute.

Located under the Director and Deputy Director are the offices which do
not have grant money to dispense, but serve the primary function of adminis-
tration, coordination, and evaluation of the major program efforts. For
example, the Office of Program Planning and Evaluation (OPPE) serves the
function of analyzing results of major programmatic efforts in order to plan
and initiate programs. The other offices include the Office of Administrative
Management, the Office of Program Coordination, and the Office of Communicaticis.

The divisions, which are located under the offices, possess the funds for
grant programs of research, training, and service. There are three divisions
in the Mental Health Intramural Research Program which are involved exclusively
in intramural research in clinical and laboratory settings. There are six
divisions which sponsor extramural grant programs. The Division of Extramural
Research has a primary function of supporting research which ranges from very
basic clinical research to applied research. The Division of Manpower and
Training Programs has responsibility for administering programs of support for
the training of mental health personnel. The Division of Special Mental Health
Programs has centers which are organized around special mental health problems,
e.g., suicide, and which administer programs that include various combinations
of research, training, and services. The Division of Narcotic Addiction and
Drug Abuse administers research, training, and service grant programs around
the problem area of narcotics and drug abuse. The National Institute of Alcohol
Abuse and Alcoholism administers a combination of programs somewhat similar to
the Division of Narcotics and Drug Abuse, focusing instead on the problem of
alcoholism. The Division of Mental Health Service Programs administers and
coordinates various programs focused on the development and support of nation-
wide mental health services. InJuded in these programs are the grant programs
for the construction and staffing of local community mental health centers,
funds to public mental hospitals, as well as the provision of consultation for
various groups. Joined to these functions is the research and development
program of the Mental Health Services Development Branch, one of the four
branches within the MHS Program Division.

Decentralization has been occurring within the NIMH-administered service
programs and the ten regional offices have had increasing responsibilities for
administering and monitoring the various service grant programs. This decentral-
ization has allowed the central staff more time to become involved in the devel-
opment of guidelines and consultation to the regional office staff and to state
and local clients.

E. PRESENT OPERATIONS OF THE R&D UNIT*

I. Staff

At the time of interviewing, the Mental Health Services Development
Branch (MHSV) staff included about 18 professionals, expert in various substantive

* The Mental Health Services Development Branch has described itself as an
"R&D" unit, rather than a D&U unit. Their concept of R&D, however, includes

diffusion and adoption.
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areas such as psychiatry, psychology, and social work. Most of these staff
members are employed at the grade level of GS -l5; in fact, it was noted that
the Branch contains one of the largest pools of this grade level of staff
within any NIMH branch.

2. Funding Base

The research budget for the Branch and other research units in
NIMH generally is determined by the funding levels of the previous year. The
MHSV has had an annual research budget of approximately $71/2 million for
grants for the last three years. An additional supplement of $3 million has
been requested for the development of the children's service area, which would
put their annual research budget at about $10 million. The Branch has additional
contract funds of $40,000 which are used for funding publications, conferences,
and professional consulting services. The total annual research budget for
NIMH is approximately $120 million which accounts for over 1,500 research projects;
these figures do not include some 300 intramural research projects.

3. Functions

The major function of the MHSV has been described as that of research
and development, which encompasses the entire process ranging from the develop-
ment and stimulation of research projects tb diffusion and adoption activities.
Staff activities fit into three major areas: 1) consulting in the field, e.g., 0
responding to requests for giving talks, serving as technical consultants for
potential grant applicants, consulting with staff of mental health centers and
other clients; 2) responding to in-house requests for writing reports, partic-
ipating in task forces and other committees, etc.; 3) monitoring of ongoing
projects. The percentages of time spent on each of these activities varies
among Branch staff; however, it was clear that considerable amounts of time
were spent responding to in-house requests (percentages ranged from 15% to
over 60%).

The involvement of Branch staff in division level and NIMH level
responsibilities in addition to Branch responsibilities is a result of the
Branch structure. MHSV is organized around functional program areas, e.g.,
children's mental health. One professional staff person is responsible for
each of the program areas, including the coordination of efforts around that
area. Thus, staff members provide professional expertise in their specific
program area; additionally, they may be called upon to assist in division and
other NIMH activities.

NIMH staff members outside of the MHSV were asked to describe their
relationship to the Branch and their perceptions of the Branch's functions.
Staff in the same division viewed the MHSV as providing important contributions
in the area of OW as well as providing contributions to research on services.
However, most of the staff outside of the division did not recognize the MHSV
or any other unit as having sole responsibility for dissemination and utilize-
tion activities and did not report any systematic relationship with the Branch.
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F. OTHER N1MH DsU EFFORTS

Although other NIMH divisions and offices have initiated some efforts
in the area of D&U,.it appears that most of these efforts are in the area
of dissemination (e.g., packaging information, providing storage and retrieval
facilities for available knowledge). For example, the Division of Narcotic
Addiction and Drug Abuse has defined as part of its responsibility stimulating
the "communication of appropriate information and educational material through
the development of conferences, committees, publications, and use of public
media." The National institute of Alcohol Abuse and Alcoholism has defined
a similar responsibility of communication for itself.

The centers in the Division of Special Mental Health Programs also have
been involved in some D&U activities. For example, the Center for Studies of
Crime and Delinquency has used contract money and some administrative supple-
ments to encourage the production of state-of-the-art papers, manuals, and
conferences.

These D&U efforts are decentralized and are focused primarily on the
research specific to the problem areas of concern in the various divisions.
However, there are some dissemination efforts that cross division lines, and
such efforts are located in some of the offices. Within the Office of Program
Planning and Evaluation, the Program Analysis and Evaluation Branch has respon-
sibilities for assimilating information that has been produced through various
NIMH efforts. The Office of Communications has been charged with the respon-
sibility of providing general information to the public as well as more special-
ized types of information. The National Clearinghouse for Mental Health Infor-
mation within this Office has the responsibility of "maintaining cognizance
over all mental health information" and has as its mandate the "prompt and
effective dissemination of this information to all individuals and organizations
in mental health."

G. THE KNOWLEDGE BASE

MHSV has a dual nature in that one part of the Branch is involved primarily
with improving service delivery and includes topic area experts in such fields
as community, rural, and child mental health, whereas a smaller portion of the
Branch is more active in research on the DUI process.

Staff members involved in improving service delivery are each expert in
some one specialty and must monitor new developments in that field, relying
on individual initiative and personal information resources. Useful knowledge
fOr these staff members comes from the wider professional literature as well
as from MHSV-sponsored projects. Grants are administered by MHSV for developing,
pilot testing, and promoting the utilization of new service delivery mechanisms
(e.g., demonstrations on cooperative nutrition and health programs, child
advocacy, monitoring of service delivery system performance, training institutes,
etc.). Staff serve as project officers and as general linkers to NIMH and
outside for the information these projects produce.
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Thus, these staff members form a bridge between NIMH, their "clients"
in the delivery system, and knowledge produced both within their field and
within NIMH. This role is a complex one which centers a great deal of the
responsibility for information flow directly on the staff member, who thus
strives to maintain his grasp on the scientific and practical knowledge base
while at the same time serving as project officer, proposal instigator and
reviewer, knowledge transformer and summary writer, user progress and need
monitor, and finally, a "warm terminal" between clients and knowledge. We
found that some staff members were using information-organizing services
(e.g., the National Clearinghouse for Mental Health Information), but that
others were not; there does not appear to be any overall MHSV activity designed
to serve as a knowledge surveillance mechanism for these staff members.

A few members of the Branch are more directly Involved with research on
the DO process itself across topic area boundaries. Research on the D&U
process can be divided into the following categories: 1) studies of past
and present diffusion and adoption of NIMH-sponsored projects, such as projects
which use previous NIMH projects as data, looking at literature citations to
the projects and the proportion of past grantees who can cite users for their
findings; 2) research on the research process, e.g., a project which examined
project structure and process correlates of ultimate report quality; and
3) work on identification of information needs among user groups. Another
large area of interest in MHSV is in developing new evaluation methodologies
to measure performance of mental health service programs.

H. AUDIENCES

1. Intended Clients

Given that the MHSV Branch mission is to improve the delivery of
mental health services, both directly and through improvement in the knowledge
creation-processing-delivery process, the most important "ultimate" client
for MHSV's work should be those individuals and institutions who are in the
business of providing mental health services. This group would include mental
hospitals and mental health centers, and state mental health offices and staff.
In reaching this group, a second client area becomes important: those persons
and units within NIMH who are producing knowledge through the research process
and who control research through policy making.

2. Actual Clients

a. Policy Makers

Much of the Branch's linkage with Federal policy makers comes through
the use of staff in task force or position paper generation roles. In the
specific field of knowledge DW, informal contacts with other units similar to
MHSV (i.e., with applied constituencies), and manuals such as those on project
evaluation are used to carry innovations; however, the basic-applied division
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within NIMH would appetar to make it relatively difficult for such a procedure
to diffuse from applied areas into basic research programs. / A Policy Analysis
Group has been set up in MHSV and the Division to discuss how to carry out
implications of evaluation contracts for policy and practice.

b. Practitioners

Here we find a large part of the work of MHSV. Practitioners in
service delivery were mentioned as primary clients and in terms of how clients
are reached, most staff members specified media designed to impact this group.

c. NIMH Staff

Most of MHSV's contacts in NIMH take place when Branch staff are
called upon to perform both Division and NIMH level responsibilities. Branch
staff members spend from 15% to 60% of their time performing these functions.

d. Researchers

Researchers, together with practitioners, make up the majority of
MHSV's clients. MHSV can and does have an impact on researchers working in
the applied areas of service delivery. For example, the project evaluation
guidelines which resulted from an MHSV contract are now being applied to
proposals, a quick way to change research practices. However, there is little
impact, on NIMH basic research. The Branch does have funds available for
research on OW which, together with staff efforts to conceptualize and review
the field, all an information flow between the area of D&U research and the
Branch.

e. Consumers and the General Public

Very little of the work of MHSV reaches the mental health service
consumer public directly. The work of the unit will impact consumers to the
extent that it can change practices among the primary client population for
the Branch, the professionals involved in service delivery.
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IV. NATIONAL CENTER FOR EDUCATIONAL COMMUNICATION/OFFICE OF EDUCATION*

A. LEGISLATIVE MANDATE

Legislative authorization for research in the Office of Education was
first given in the Cooperative Research Act of 1956 and was followed by
authorization for research and dissemination through Title VII of the National
Defense Education Act of 1958. With the expiration of Title VII, the provision
for media research and dissemination was absorbed in the Cooperative Research
Program. In 1965, Title IV of the Elementary and Secondary Education Act (ESEA)
explicitly called for dissemination. After the Cooperative Research Act was
repealed, money authorization was given under Section 402 of the General
Provisions Act., There has been a ceiling set of $54 million for FY 1973 and
$68 million for FY 1974 for the functions that were previously performed under
the Cooperative Research Program, such as statistical programs, planning and
evaluation studies, and some dissemination activities. Other authorizations
for dissemination within OE exist.

B. PURPOSE OF RESEARCH AND UTILIZATION ACTIVITIES

Near the close of FY 1970, the National Center for Educational Communica-
tion (NCEC) was established to further strengthen the Office of Education's
efforts to accelerate rational decision making and program improvement through
the use of current knowledge, validated R&D based instructional materials and
systems, and tested exemplary practices. NCEC has established the following
five operating objectives: 1) to foster the spread and installation of vali-
Oated programs, practices, and products; 2) to strengthen the capabilities
of state and local education agencies for disseminating and applying infor:
mation for. educational improvement; 3Y to increase access to the educational
knowledge base through the Educational Resource Information Center (ERIC);
4) to provide interpreted, research-based information about significant educa-
tional problems for educational decision makers and practitioners; 5) to
conduct and support R&D on information dissemination and utilization.

C. ORIGIN

Under Title VII of the National Defense Education Act of 1958, an Educe.=
tional Media Branch was established in OE to support research on media as well
as to perform dissemination activities. In 1961, funds were made available
from Title VII to experiment in developing ap ERIC-type system, and in 1964,
an ERIC branch was created.

* Recently enacted legislation has transfe.1-ed the D&U unit under study,
the National Center for Educational Communication, to the newly created
National Institute of Education (NIE).
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In 1965, with the passage of the Elementary and Secondary Education
Act, the Division of Research, Training, and Dissemination was created
within the Bureau of Research to administer an ERIC system. The seeds of
the present NCEC program were begun in this time period: ERIC was developing
on a decentralized basis, with Clearinghouses being set up around the country
to select and acquire literature on particular areas of education; centralized
operations were performed by private firms including computer operations,
marketing of microfiche, and providing computer searching services.

In 1968, the name of the division was changed to the Division of Infor-
mation Technology and Dissemination (ITD). Although the focus of the division
remained on the development and maintenance of the ERIC system, there was
growing concern over the direction and focus of dissemination activities.
A resynthesis of the literature in the area of D&U itself was seen as an
additional need, and Dr. Havelock was funded to develop both an extensive
bibliography and alternative models of D&U.

In 1969, the major objectives of the unit were still focused on ERIC:
to develop an OE -wide, dissemination and application system and to provide
fast access to current information for use by OE staff.* However, a signif-
icant change occurred to broaden and expand the activities and concerns of
the unit. ITD became the Office of Information Dissemination (01D) and was
separated from the research arm of OE. Then, in 1970, the unit director cut
ERIC's budget in order to use-the remaining funds for more active dissemination
efforts. This transference of funds reflected the shift of unit priorities,
with the highest priorities becoming those of accelerating the spread and
installation of validated practices and research-based products, and strength-
ening the capabilities of educational organizations to communicate and apply
validated practices.

Also in 1970, the OID became the National Center for Educational Communi-
cation (NCEC) and was set up to have two divisions: the Division of Practice
Improvement and the Division of Information Resources, as well as a Copyright
Administration staff. The Division of Practice Improvement funded projects
*signed to spread validated programs; the Division of Information Resources
included ERIC, the Educational Reference Center (ERC), and the Educational
Materials Center.

Transfer of tested practices, communication of information about tested
knowledge and materials, and their nationwide adoption have become major
priorities for OE, as evidenced by the establishment of NCEC at a key position
for developing and directing major OE-wide communication programs. In June,

1972, NCEC contained two divisions, each with two branches. The Extension
Support Branch and the Dissemination Programs Branch were in the Division of
Educational Extension Systems; ERIC and ERC were in the Division of Communi-
cation Support. These two divisions reflected the overall objectives of NCEC,
those being the development of an educational extension system and communication
support.

* The predecessor of the present Educational Reference Center in NCEC
developed out of the latter objective.
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The refinement of NCEC indicated the growth of the DO unit from the
initiation of ERIC and the more "passive" efforts of building access to the
knowledge base to the development of specific branches concerned with valida-
tion and more "active" dissemination and installation efforts, as well as the
longer-term development of linkages and person-to-person networks throughout
the nation.

D. HIERARCHY IN THE OFFICE OF EDUCATION

The Office of Education is in the Department of Health, Education, and
Welfare. Located directly under the Commissioner of Education are five
Deputy Commissioners, an Executive Deputy Commissioner, Executive Assistants,
and an Office of Special Concerns.

The Offices of Priority Management, Regional Office Coordination, Program
Planning and Evaluation, and Administration are located under the Deputy
Commissioner for Management. The Deputy Commissioner for External Relations
oversees the Office of Legislation, the Office of Federal State Relations,
the Federal Interagency Committee on Education, and the Office of Public
Affairs. The Bureaus of Education for the Handicapped, Elementary and Secondary
Education, and Adult Vocational and Technical Education are situated under the
Deputy Commissioner for School Systems. Located under the Deputy Commissioner
for Higher Education are the Bureau of Libraries and Educational Technology,
the Bureau of Higher Education, and the Institute of International Studies.
Finally, NCEC was for a short time one of three National Centers located under
the Deputy Commissioner for Development, the other National Centers-being the
National Center for Educational Statistics (NCES) and the National Center for
Educational Research and Development (NCERD). In addition to these three
Natierlai Centers, the Bureau for Educational Personnel Development and the
Experimental Schools program are also located under this Deputy Commissioner.
Most functions of two of the Centers, NCEC and NCERD, and the Experimental
Schools program have subsequently been absorbed by the new National Institute
for Education; NCES and the Bureau for Educational Personnel Development remain
within OE.

The bureaus and offices under the Deputy Commissioners are further divided
into divisions. Each of these five major units supports programs and funds
research concerned with the priority areas within their particular focus in
the field of education. The regional offices serve aS an operating extension
of OE for serv!ce to and close working relationships with states and other
recepients of federal educational aid. Increasing decentralization is a goal
of OE and is reflected by various programs within the agency.

-72-



E. PRESENT OPERATIONS OF THE DO UNIT

1. Staff

At the time of interviewing, the staff of NCEC included twenty-
eight professionals and twelve clerical persons. The number of staff is
controlled both by the Salary and Expense budget and the number of slots
available, with the latter factor being the primary determinant. Staff
members include people with backgrounds in local information centers, teaching,
computer and information science work, and school administration.

2. Funding Base

The NCEC budget has been allocated as the dissemination line of
the R&D budget of OE. Before FY 1970, ERIC had about $5 million annually.
Since then, funds have been appropriated for both ERIC and other objectives,
e.g., installation efforts. The total funding base for FY 1973, as passed
in the Appropriations Bill, is $14.750 million, with about $9 million allocated
for the extension program and the remaining funds for the communication support
program.

3. Functions

NCEC staff activities vary according to the particular unit within
which staff members work. In the Division of Educational Extension Syztems,
staff members of the Extension Support Branch sponsor much of the R&D wcrk
in the area of D&U and also the evaluations done of NCEC itself. In the
Division of Communication Support, there is an ERIC staff which primarily
monitors the Clearinghouses and supporting contracts, and an Educational Refer-
ence Center (ERC) staff which provides direct information services and performs
such tasks as computer searches requested by OE and HEW staff.

F. OTHER D&U EFFORTS

Although specific D&U activities still occur in some other parts of OE,
NCEC increasingly has been viewed as the center for such activities whereby
various programs and efforts can be linked to educators in the field. However,
various other OE programs continue to support their own dissemination efforts
and, in some cases, specific legislative authorization requires that programs
include built-in dissemination (e.g., projects supported by Title III and
Title I of ESEA).

Various library units and reference units have been set up in OE, and
the Regional Laboratories and university-based R&D Cencers have developed
dissemination mechanisms of their own which are available to NCEC staff. In

the Bureau of Adult liocational and Technical Education, "satellite" centers
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have been set up in some states for disse/lination purposes and someof the
Research Coordinating Units also conduct dissemination activities. The

Bureau of Elementary and Secondary Education (BESE) attempts to bring the
potential adopter-adapter of an'innovation and the producer of the innovation
together; one method they are using to implement this model is an Education
Innovation Fair. Within BESE, the Division of Planned Supplementary Centers
administers, the Title III funds; this program funds resource centers organized
within each state and is the one program that has dissemination built into
it by law.

Al' DE publications intended for general distribution .are cleared for
style and policy through the Office of Public Affairs (OPA). OPA handles
the public relations activities of OE ranging from press releases and coverage
to National Education Television programs and radio tapes. Although most of
OPA's activities are intended for the general public, articles also are placed
in specific educational Journals to reach a more defined audience.

G. THE KNOWLEDGE BA.SE

Approximately one-third of the current effort among Clearinghouses and
contractors is geared to the production of reviews, syntheses, etc., drawing
upon the total knowledge base in education. These products are alio processed Alb
by NCEC: they are disseminated both. within, the ERIC system and directly to .1111,

policy makers, practitioners, and tosome extent, the research community.
Many of the repackaged products have originated in projects of the Dissemination
Programs Brahch of NCEC. This Branch sponsors PtIEP reports which provide
interpretive information for practitioners and policy makers in addition to
syntheses,and'reviews. The Exemplary Programs and Practices service has also
been developed in an attempt to Identify,'validate, facilitate, and promote the
adoption of the most effective new programs or products. Efforts to try to
break the knowledge base loose from simply technical reports to look at other
kinds of knowledge, programs, practices, and products were felt to be a part
or the NCEC knowledge base by staff members. Such efforts include the collection
of promising practices, on -line batch searching, and R&D installation efforts
(e.g., Toy Lending Library). These materials then become the object of NCEC
D&U activities.

NCEC has also sponsored a number of studies to'understandand guide
their own D&U activities. These studies range from contracts for large liter-
ature reviews and conceptualizations in the field of D&U theory to specific
evaluations of the impact of a particular delivery format. Some examples
suggest the broad range of these efforts:

The exhaustive literature review and theory development
contained in the report, PLANNING FOR INNOVATION. (Havelock,
R.G., Center for Research on Utilization-of Scientific
Knowledge,'Institute for Social-Research,\Ann Arbor, Mich.).

0
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A study of innovative behavior among school superintendents.

A study of the file structure of ERIC, with an eye toward
partitioning the data base to better fit the cognitive and
terminological sets of practitioners.

Studies of the functions and roles of the overall ERIC system.

Several evaluation studies, e.g.: Clearinghouse products,
Educational Product Displays, etc.

Studies of the information needs of a variety of typical
educational users.

H. AUDIENCES

1. Intended Clients

Interviews with NCEC staff provided the following breakdown of the
intended clients for the work the Center does:

1. Educational decision makers at the state and local 1w/el,
extending down to the individual teacher.

2. "Consumers" or clients of education, including school boards,
community groups, parents, etc.

3. Federal decision makers; subdividwi into OE staff and Congress.

4. The R&D community, including researchers both in D&U and in
basic educational research, development projects, and evaluation
work.

2. Actual Clients

a. Policy Makers

In general, most of the contacts that NCEC has with non-OE policy
makers'at the Federal .evel come through information requests that are typically
sent to the Educational Reference Center (ERC) and answered cut of ERIC data
base searches. Personal contacts with Congress are limited by policy (as in
most .,deral agencies), except as instieated by the legislative branch.

Within OE a mixture of formal (ERC) and informal means are used to
reach policy makers. Intormal contacts and a policy of distributing new
products tp OE policy makers both serve to keep these staff members aware of
NCEC activities and help to build a general concern for Di.U.
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b. Practitioners

Practitioners are the greatest audience of NCEC's work; the most
important groups are the local levee decision makers, e.g., superintendents,
school boards, state level education staff. NCEC's direct contacts with
practitioners come primarily via the various print materials it prepares and
processes such as model program awareness documents, products of the Targetted
Communication program, and PREP materials, and indirectly through the Clearing-
houses, the ERIC data base, and the demonstration project program. Informal
contacts exist on a more limited basis because of the small size of NCEC as
compared to the potential practitioner population; however, staff try to
contact state education heads whenever possible. Regular meetings held with
dissemination representatives from the 50 states and convention booths and
displays (handled by the Clearinghouses) are also used.

A new thrust will be the extension agent, a role being created to fill
the interpersonal linkage semi-vacuum at the state level. Coupled with the
growth of local or state level information centers, the extension agent will
be able to interface between retrievable R&D information and the specific
needs of individual practitioners. Information centers will also be publicized
for direct use by practitioners.

c. OE Staff

Linkages to OE staff, e.g., programs or bureaus, roughly parallel
those to OE policy makers, but the process of shared proposal review and
critique also forms a bridge. There is also informal collaboration in
identifying products to receive dissemination efforts.

d. Researchers

Most of the formal information flow between NCEC and researchers
is through the RFP proposal interchange. In addition, ERIC has become known
as a centralized repository for educational research information, and as such,
is being utilized by researchers for literature reviews. The ERIC centers
also link to 283 professional associations to publicize the ERIC data base
and services.

e. Consumers and the General Public

There has been little direct contact with this audience, again
chiefly because of the size of this population and the existence of other
pressing priorities for NCEC. Undoubtedly, however, the new information
centers and extension agents will have a somewhat higher profile for this

consumer group.
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CHAPTER III

THE MODEL OF PROBLEM-SOLVING LINKAGE:
AN OVERVIEW AND RATIONALE FOR THE ANALYTICAL

FRAMEWORK USED TO COMPARE D&U AGENCY FUNCTIONS

I. BACKGROUND AND RATIONALE

A. CONTEXT: WHY IS RESEARCH UTILIZATION AN ISSUE?

In the largest view a federal agency in a human service area is a
national problem solver for the people as a whole, with a special focus
on the problems and needs of people within its service domain. Congres-
sional legislation usually confines the mission at any one point in time
to certain types of services for certain types of users, but since the
legislator's knowledge of what represents effective "service" is still
very cloudy in most areas, the legislative mandate has increasingly in-
cluded "research" or "R&D"* as an important category of activity.

The original rationale for federal support of research on human ser-
vices was probably somewhat obscure. It appeared that earlier investments
in medical research had led to improved health practices and that some
really very basic research in physics had led to the atomic bomb. Hence,
Congress had become accustomed to providing regular support for hard
science almost carte blanche with thi: scientists themselves making the key
decisions on objectives and criteria of worth. The apparently visible
fact that research had been used successfully over and over again to im-
prove practice in medicine, agriculture, and industry was enough evidence
to the legislators that research investments paid off; however, the actual
patterns and paths toward application and utilization were rarely analyzed
and only obscurely understood. When the federal government began in the
1950's and early 1960's to support "soft" science in significant amounts,
a similar carte blanche philosophy prevailed. Grants were provided to
researchers in universities to lursue their own interests within a broad
domain of "relevance." But the "soft" sciences generally never had the
trust and respect afforded the "hero" sciences so that the question of
utility was raised early and loudly in many quarters before a broad know-
ledge base could be developed and before academic social scientists could
mobilize an effective network (and lobby) of their own.

This discontent with social research is expressed in many guises.
Sometimes it is a call for different types of research, e.g., more "relevant"
research or more applied research. Sometimes it is a call for "higher
quality" of research and of researchers in a given area or more effective
planning and coordination of research efforts (which the universities
typically can't cope with). The problem is also sometimes cast in communi-
cation terms, e.g., the need for more forceful or extensive diffusion of,

*R&D = Research and Development; D&U = Dissemination and Utilization.
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research findings to policy makers, the public, practitioners, or whoever,
and more effective translation of research so that non-researchers (at
various levels of power) can make sense of it. These are some of the many
voices of concern that are forcing us to look at the problem of research
utilization more seriously.

B. THE PROBLEM-SOLVING DIALOGUE

It is more than likely that most of these separate views about what
is wrong with R&D are correct, but to hear them all together makes for
confusing listening. This is why we feel it is essential tacconstruct a
model which is simple, broadly applicable and logical. We propose that
the two component problem-solving dialogue serves reasonably well as such
a model. The figure below depicts this model in its most rudimentary form.

FIGURE 3.1 The Problem-Solving Dialogue

The "user " (I), is some person or group (of any size or complexity)
which requires something from outside itself. In order to acquire this
needed item it reaches out into the environment (2), to find some person
or group or location where the item might exist (3). If the item does in
fact exist or if it can be created, then it has to be transmitted or trans-
ported back to the user (4). This model generally describes the relation-
ship between federal service-providing agencies and their clients, the
people. As our society has developed, its citizens have been able to
differentiate and articulate more and more need areas where they want to
receive "help." For some of these need areas the private sector has been
an adequate provider but for some it has not, so that increasingly govern-
ment agencies have become helpers across the widest span of human needs. To
meet the demand, most often expressed through political and legislation
action, the government has set up specialized agencies and bureaus which act
as "resourcers" for the particular need area designated. Hence, a kind of
gigantic 2-way problem-solving dialogue begins to take place between these
new agencies and the segments of the society which feel the need most acute-
ly. Figure 3.2 suggests how this dialogue begins to take shape. However,
anyone who has observed the evolution of our society will be acutely aware
that it is hardly ever that simple. Chief among the complexities is the
fact that'the federal agency does not usually know what to do or how to do

it. The citizens say "cure cancer, eliminate poverty, teach everybody to
read, rehabilitate all the handicapped, give everyone a job." No government
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FIGURE 3.2 How a Societal Problem-Solving Dialogue Might Get Started
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agency in itself has the knowledge to do any of these things, and as a
result they have sometimes turned to knowledge building specialists (i.e.,
the R&D community) to provide them with some of the answers. As a result,
a second type of 2-way problem-solving dialogue comes into being in which
the federal agency is the needy client and the R&D community is the
resou rce r.

In addition and at a much broader and looser level the R&D community
carries on a direct dialogue with the society as a whole, i.e., to some
degree researchers are sensitive to current social needs, want to work in
those areas, and are encouraged to do so by the foundations, industries,
and citizens who provide their financial support. In turn, the R&D

[Insert Figure 3.3 here]

community disseminates the results of its work widely through all manner
of specialized and mass media. To some degree this dialogue will take
place with or without the intervention of a central government although
increasingly the govel-nment has become not only a prime supporter but both
a middle man and a prime consumer for R&D in all fields. Indeed, as
suggested by figure 3.4, the relationship among these three entitles can

[Insert Figure 3.4 here]

be seen as consisting of over-lapping two component problem-solving dialogues.
The people depend on the government as a resourcer to fulfill various needs;
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FIGURE 3.3
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the government as user, depends in turn on the R&D community as resourcer;
and finally the people collectively depend on the R60 community directly
as resourcer. Figure 3.4 also suggests a crucial point of emphasis in our
research; we want to view federal agencies as mediatora of exchange in a
macrosystem of helping and problem-solving. We are not sure that most
federal agencies now see themselves this way, but we feel that it Is one
possible model which points out (a) the function of federally supported R&D,
and (b) the essential elements in the process of making RS0 pay off for
society.
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FIGURE 3.5 Three Essential Aspects of the Problem-Solving Dialogue:
(1) System Building, (2) Transmission, and (3) Transformation

System Building

A system is a set of interdependent and interacting elements which go
together to serve a common purpose. Therefore, the necessary conditions for
the existence of a system are (a) the separate elements (subsystems, personnel,
resources, roles, etc.) required to fulfill the system's mission; and (b)
communication and coordination among the elements. Figure 3.5 suggests what
is needed for a problem-solving dialogue system. First of all, there must
be a user (1), and a resourcer ), and there must be a means of 2-way
dialogue between them (3) and (4). The two elements (there could, of course,
be many elements) plus the flow between them equals the system (5). But

when we look closer and we ask how the messages are created, sent, and
received, we find that the dynamics of the system can be summarized in terms
of two processes: transmissions and transformations.

Starting with the user's need, the first task is to transform need into
an expression or articulated message of need. Subsequently, this message
must be transmitted to resourcer (2). Then the need must be received and
transformed by the resourcers into researchable questions, solvable problems

or dia nostic statements. These statements, In turn, must be processed and,
in e ect, trans orme into solution ideas, relevant answers, or potentially
usable facts and artifacts. The solution outputs then must be transmitted
back to the user (4) and finally they must be transformed again by the user
into actual solutions or need reductions through his testing, consumption, or
integration 77n7177 Thus, a microanalysis of a working system will always
reveal a continuing sequence of transforming and transmitting.

There is no way to present a satisfactory picture of the complex know-
ledge flow systems which serve the various need sectors of our society.
Figure 3.6 may suggest why this is so. Consider each of the arrows in this
figure as one type of transmission and the spaces between arrows as trans-
formations. Note that many arrows simultaneously go in both directions,
indicative of the multiple-channel, multi-media (especially person-to-
person and person-to-print), and pervasively redundant nature of communication
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about national problem-solving. Note also that different arrows originate
at different points in the resource system and impact at different points in
the user system and vice versa. Hence, effective transfer and problem-
solving will depend on the amount of social integration and communication

FIGURE 3.6

within each system. Note thirdly that different arrows are of greatly
differing lengths: some stretch all the way from one subsystem to the
other, suggestive of the kinds of communications that can take place when
scientists talk directly to policy makers and to the general pubjic through
popular media. Others are short and stubby, suggesting (a) the need for
multiple linkage points along the way and (b) the fact that detailed and
complex ktiowledge loads can usually be carried only by very specialized
media which have specialized audiences. Fourthly, it should be noted that
many arrows curl Into the figure to form closed loops without spanning the
whole distance from resource system to user system. In fact, effective
transfer of knowledge to outsiders usually requires much internal dialogue
among both research persons and users and, indeed, such problem-solving
loops must also occur all the way along the knowledge flow chain. Finally,
note the arrows entering 'and leaving the figure suggesting the inherently
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open-system nature of knowledge flow in a large and sophisticated society
Some important inputs arrive sitrendipitously from both random and planned
interactions with other systems and with the environment.

In spite of this complexity, we believe that societal knowledge flow
processes can be studied systematically and subjected to a meaningful
analysis which is reasonably comprehensive. Such analysis and study can
provide federal agencies with clearer images of their own role in the larger
system and can steer them toward a coherent set of objectives for improving
national problem-solving and improving the utilization of federally-sponsored
R&D.

II. THE FRAMEWORK

A. OVERVIEW

As a first step toward this kind of analysis we propose an elaboration
of Figure 3.1 which can account for some of the complexity of Figure 3.6 in
a functional schema. Figure 3.7 suggests six major groupings of functions
that are necessary if the R&D community and the client groups in one need
domain are to work together as one problem-solving system. The figure can be
read clockwise starting with the user (1) as the one who has the need and
feels the "pain" proceeding through the articulation and communication of
that need (2) to resourc:. systems to the generation of solutions and the
transmittal of those solutions (4) back to users. Not be be neglected,

FIGURE 3.7 An Elaborated Framework for Anal sis



however, are functiors we describe as 'system building." "4-. the micro-level

(5) these activities consist of bringing together subgroup.. of resource
persons to work on specific user problems at close range with genuine and
immediate dialogue. At the macro-level system bUilding functions include
creating broad awareness of common concern, establishing special linking
subsystems and improving the operations of all elements through system-
wide governance. In the next few pages we will explain some of the specific
activities which should go on within each of these six groupings.

B. THE SIX COMPONENTS

1. User Self-Servicing

Problem-solving systems should exist primarily to serve the needs
of consumer-users. Hence, if the user serves himself without help or
if a good job is done by those who provide direct services, the rest
of the "system" is superfluous. Indeed there is a tendency among
direct service providers to think that all effort and concern should
be concentrated here on direct service (e.g., "just leave us alone and
we can do it ourselves" or "just give us the money apd stop harassing").
The federal analogy is the federal agency with a sharply defined and
routinized mission, little or no research budget, and no interest in
experimentation.

FIGURE 3.8

11\
(Outside

User Self-Servicing Function

1.5 olution
Adaptat on and
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S We would propose, however, (see Figure 3.8) that an effective and
progressive user servicing subsystem has a good localized problem-
solving capability, (1..1), maintains a continuing awareness of its
needs, present and future, (1.2), knows how to express its needs to
potential resource persons and groups, (1.3), looks outward for innova-
tions, (1.4), and is able to adapt new ideas from outside, (1.5).

A federal agency which was very "user-oriented" in its philosophy
might focus its attention on helping the user help himself by providing
training or support on any of the above subprocesses.

2. Need Processing

FIGURE 3.9

R&D Communities

Need Processing Functions

User
Systems

"Need processing" denotes the various activities required to
communicate user needs to resource persons and systems. It is often
seen as a political process because in a democracy the public is
profumably able to choose leaders and policies which will work for
them and help them by solving problems according to the needs mlich
are deemed "priority" at a given point in time. Yet need processing
is, in fact, an extremely complicated function which can be analyzed
into several subprocesses, some of which are represented in Figure 3.9.
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The most political and controversial of these need processing
actiyities is "need arousal" (2.1). It is a fact that most users
most of the time are either ignorant of their most important needs
or complacent about them. Therefore, the awakening of needs can be
seen as a necessary first step in the cycle of problem - solving and
may involve a range of tactics from benign questioning and gentle
moralizing to leading national crusades.

"Need sensing" (2.2) denotes helping a client to find or
recognize needs that are already present but not clearly in focus.
In contrast to "need arousal," need sensing leaves the user alone.
It may come in the form of sampling opinion or "testing the vdter's
pulse." Such sensing may not go very far in defining what is really
wrong but a good need sensor might .know that something is wrong, e.g.,
that the people are frustrated and angry.

"Need definition" (2.3) is another important potential helping
function which includes need clarification, differentiation, labelling,
and; classifying. With respect to this fun-Aion it is important to not
that definitions of need do not and should not stay put over time.
Many of today's social ills were once defined as moral ones with respon-
sibility and blame often assigned to the victims as "sinners." Re-
definition of these same ills as social or economic problems has often
pointed the way to new types of ..olutions and solution building processes.
Ignorance, poverty, alcoholism, mental illness and highway death or
injury are just a few of the areas where a redefinitional process has
led to new solution building activities.

1
The task of quantitative needs assessment (2.4) has been routinely

carried out since World War II in a few areas on a limited number of
'simple dimensions (such as the unemployment index). Some policy makers
have become increasingly aware of the value of such measures and the
need for accurate, detailed, and frequent monitoring of public needs
on'a variety of "social indicators." Such data would presumably be
th raw material for new policies and new guidance for R &D efforts.

Information on needs has several potential audiences, one of which.
is, the people themselves for whom such information serves as "need
arousal" (2.1) and "sensing" (2.2). From a national problem-solving
perspective, however, there are two other crucial audiences, the policy
makers (2.5) and the relevant R&D communities (2.6). For proper trans-
mission to these audiences, need data must be collated and inserted
regularly in popular and specialized media.

1 Moving to the resourcer end of Figure 3.9, we can discern some
additional specialized transformation activities; an ess ntial activity
for policy makers is the translation of need priorities nto programs
and program priorities with specific expenditure authorizations attached
to them (2.7). There is hardly any more important "message" for the
up community to receive.
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Finally, it is ',ally the researchers, themselves, who must
make the final "transformation" of needs into problem statements and
researchable questions (2.8). These in turn become the objectives
and hypotheses of subsequent R&D projects.

3.° Solution Building

Solution building is not the exclusive function of any one subgroup;
it is a process in which all kinds of persons and groups, including users,
can and must partiicipate to some ext..,1. Nevertheless, the society does

FIGURE 3.10 Solution Building Functions
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turn Io researchers, deyelopers, technologists and scholars for help
on the many problems for which self-servicing is inadequate. For

simplicity ofspresentation we group these together as the "R&D community."
"Science," per tie, is usually defined as a procedure for the discovery
ind verification of knowledge about natural phenomena in general.
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The more recently introduced concept of "R&D" shifts the emphasis from
valid knowledge building to the building of knowledge-based products
and procedures which have been "validated" in terms of utility to
people in fulfilling needs. Although this is not the place to review
in any detail the various subprocesses that can be included in "R&D,"
some are suggested in Figure 3.10.

"Solution building" as conceived here encompasses basic research
on humanAehavior and society, basic and applied diagnostic and
"descriptive research on relevant populations and their needs, invention
and experimentation with solution ideas or innovations that might be
relevant to solutions, and evaluation of potential solutions. It

would also include theoretical and methodological studies. Among these
-various bits and pieces we would expect to see numerous transformations,
transmissions, fusions, and interactions as necessary precursors to
the ultimate production of valid and workable solutions and solution
ideas.

In Figure 3.10, three processes have been singled out for special
mention in the context of knowledge flow in a national problem-solving
system.

Function 3.1 "relevance pressure" is increasingly evident in all
fields of science but especially the social sciences. Some of this
pressure comes from outside the scientific community in the fo,m of
federal grant programs constraints, directives, etc. (see again function
set #2) but much of it is generated within the scientific community it-
self. Traditionally scientists in justifying their work have only had
to answer the question "What does it contribute to knowledge." Today
they must also answer the question "What does it contribute to society."

Function 3.2 "pressure toward utilization" is also gradually be-
coming a fact of life for the scientific community. No longer is it

enough to publish in a scholarly journal (with one's scientific
colleagues as the sole audience). Now the scientist is asked or moti-
vated to publish more popular versions of his work, to consult with
government policy makers, to feed back results to respondents, to put
on demonstrations and conduct conferences at which practitioners and
policy makers are an important part of 'the audience.

Still least recognized and understood is the important area of
research which concerns itself directly with knowledge flow and utiliza-
tion processes, (Function 3.3 in Figure 3.10). The empirical basis for
designing and improving national problem-solving is today woefully
weak. Yet at some point in the not-too-distant future, we expect that
the study of the utilization of science will come to be seen as one of
the most important specialties in the R&D community.

4. Solution Processing

"Solution processing" consists of the many steps of transformation
and transmission required to move a valid solution idea into implementa-
tion in a user system.
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FIGURE 3.11 Solution Processing
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Building

User Needs
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User Self-
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A solution processing agency must have three overriding concerns:
first, to transform R&D knowledge so as to maximize its value to the
various audiences defined as "relevant"; second, to transmit this know-
ledge to and through the social system so as to reach the largest number
of persons within these relevant audiences; and third, to insure that
such transformation and transmission be to the self-perceived benefit
of these audiences and the people served by the agency. Put more
succinctly, the agency must transform knowledge, transmit knowledge,
and help people to use the knowledge. It must perform all these acti-
vities more or less concurrently and in a coordinated fashion so that
the transformations are indeed helpful and useful to people, and so
that they are transmitted to the people on the right channel, in the
right way, and at the right time.

It may be useful to imagine a hypothetical utilization agency which
performs all three functions to the maximum degree. Such an agency would,
of course, have a vast storehouse of solid, valid, and relevant research
knowledge to draw upon. It would also have defined its audiences and
most likely divided them into at least four sub-audiences: the policy
makers, the operational professionals in the need system served by the
agency, the concerned clients of the service, and the researcher community.
The transmitting mechanisms (4.2) would allow any relevant piece of research
knowledge to reach any person in any of these sub-audiences who needed it.
The transformation mechanisms (4.1) would insure that such research know-
ledge arrives at the user's doorstep in the form in which he can under-
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stand, accept,,and use it. This probably means that there must be at
least four types of transformations: (a) for policy makers; (b) for
practitioner-professionals; (c) for consumers; and (d) for re-
searchers.

Finally, and most importantly, in order to fulfill its helping
function (4.3), this maximal agency would be able to work in a con-
tinuing context of users' needs such that (a) the short and long term
needs of the greater social system would be served; (b) the needs of
the agency's clients would be served; and (c) the specific needs of
policy makers, practitioners, and researchers within that larger need context
would be served, also. The communication of need and the development
of a shared awareness and consensus on need throughout the system
(Function Set #2 discussed previously). are also crucially important to
the helping function. However, there are additional considerations;
for example, the maximal utilization agency must be aware of users'
internal problem-solving processes (1.1) and must develop mechanisms
of continuing dialogue between users and knowledge sources,on both
needs and solutions.

5. Microsystem Building

Figure 3.9 and Figure 3.11 suggest an elaborate division of labor
and an extended chain of influence which is essentially linear in de-
tail. There is a danger in such a detailed linear analysis of losing
sight of the interdependence and systemic relatedness of these elements.
There is also a danger that individual role holders in this elaborate
chain will lose sight of thc two-way dialogue which must underlie
successful communication. For, these reasons a sophisticated knowledge
flow system will include some activities in which many elements of the
problem-solviny dialogue are simultaneously present and are allowed
to interact on a small scale. We use the term "microsystem building"
as a general heading to cover these activities. Their general nature
and purpose are suggested by' Figure 3.12.

[Insert Figure 3.12 here]

The most elementary form of microsystem building involves bringing
together researchers (or developers) with representative users for
purposes of dialogue about needs and solutions. These interchanges (5.1)
should produce two-way influence to make researchers more attuned to
user needs and more concerned about generating useful products while at
the same time users are becoming more aware of the research process and
the value of research fjndings.

"User-collaborative RSD" (5.2) is a somewhat more elaborate and
organized form of microsystem building which puts researchers and users
together In the same projects (sometimes called "experim'ants" or
"demonstration projects") where both research and use are supposed to
take place cpncurrently. To some extent users in this situation learn
to be "researchers" while researchers "get their hands dirty" by serious
involvement in user problem situations; there is strong pressure to
deliver meaningful help to he user from the activity regardless of th
research, objectives of the eoterprise.
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FIGURE 3.12

'NA

Microsystem Building

The most elaborate and extended types of activity which fall
within this category could be called "integrated RDD&U programs."
These are activities which may include large numbers of users,
practitioners, and researchers and possibly a number of projects
spaced out over time. What makes them 6microsytteMs" is the fact
that they are planned and coordinated very explicitly around some
specific goals related to user needs and are expected to be
accomplished within a given time frame. These microsystems may
contain on a small scale most of the elements that are needed in
the society at large to undertake national problem-solving (i.e.,
those sets of functions identified in the outer rim of Figure 3.7).
Hence, they can serve as kinds of "laboratories" or "hot houses"
in which the larger network of relationships and functions can be
modelled (see dotted arrows of Figure 3.12).

4

Microsystem building has several potential uses for the macro-
system in addition to the "modelling" function just mentioned.
First of all, it builds awareness and openness of researchers to
users and vice versa. It also leads to specific linkages between
a (usually small) subset of users and researchers. If these users
and researchers are strategically located and represent leadership
in their respective reference groups, then the linkages so established
can be said to form a genuine bridge betweenR&D communities and
user populations, a bridge on which both need messages .(Function Set
#2) and solution messages (Function Set #4) can travel freely.
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Microsystems also can plan an important role in both solution
building (#3) and user servicing (#1). When microsystem activities
are well defined, well organized, and well evaluated, they can
contribute meaningfully to general knowledge about the problem area
and about solution alternatives. This is often implied in the
labelling of these activities as "experiments," "pilot programs," .

or "demonstrations." Expectations in this regard are more likely
to be realized if the research collaborators have good track records
and have the major say in what happens. On the other hand, micro-
systems can also serve as models of good user self-servicing (Function
Set #1) particularly if the users are able to be true collaborators,
have major decision making power in the program, and use that,power
to improve their long term self-service capacity.

-6. Macrosystem Building

The role of government in the U.S. is generally not to do research
or service directly but to hover over the complex of institutional
forms which provide service and perform social problem-solving,
attempting to serve and represent the general public and the general
good by "coordinating" separate efforts. Government should see to
it that R&D communities and service professions work together with
users so that they collectively function as a problem-solving system
to the benefit of the society.

The agencies of government can work to shape and reshape the
macrosystem in various ways, e.g., through exerting direct control
on certain individuals and subsystems via legal sanctions, rules and
regulations, through protection of other individuals and subsystems,
through financial support and subsidy ofvatious subsystems, and
through the creation of new roles, institutions, and other facilita-
ting mechansims to fill recognized gaps and to help the total system
function more effectively and beneficially.

No one unit within a large federal agency will. have responsibility
for all these functions but each can contribute in a major way to the
government's ability to function as a problem-solving facilitator.
First of all, every sub-agency should have a coherent and consensual
image of the evolving macrosystem so that gaps and points of need can
be identified and monitored. We might call this "macrosystem mapping
and modelling" (6.1).

Figure 3.13 suggests some of the so5ial structural elements that
might go into a mapping of a problem-solving macrosystem. The complexity
of the system as suggested by' the figure is truly awesome, but several

[Insert Figure 3.13 here]

major interfaces can be noted, e.g., consumer-to-service professions,
consumer-to-industry, industry-to-university, university-to-government,
and so on. At each major interface effective linkage (2-way communica-
tion on needs and solutions) is vital. We should also note from this
figure and our earlier discussion that there must_be a continuous chain
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of communication links so that the complex of real. Organizations and
overlapping groupings represented in Figure 3.13 can.functrorillike
the ideal problem-solving system represented in Figure 3.7.

It shouldbe born in mind that no one agency, government or other:
wise, performs or controls the performance of all the functions of
social problemrsclving. Yet government can and does play several
important roles it, first of all by representing the consumer
and the consumer's interest, by coordinating, monitoring and regulating
private sector subsystems;.by supporting most research and development,
and by filling gaps in the system by (a) providing direct government
services when needed and (b) by establishing new elements through con-
tracts, matching funds, expansion grants, and so forth.

System modelling and mapping are activities xhat no one unit
should perform exclusively without collaboration with other parts of
the federal agency, especially top policy and planning personnel.
Strategically located private sector decision makers,- observers, and
scholars- also need to be involved. However, several key functions in
system modelling can be played by specialized units through providing
information to help in defining and delineating the system and its
elements (the relevant user population, professions, reference groups,
R&D communities, etc.). Some unit should also be charged with the
responsibility of monitoring the macrosystem (6.2), i.e.:funnelling
the streams' of "social indicator" data which assess the current health
of the system and the changing needs and problems of users.

There may also be a need for a specialized unit to be a promoter
of linkage (6.3) generally within the macrosystem (researchersWevelopers
44practitioners+4policy makersd-consumers, etc.) and betweeg macrosystpils
in different need areas (educationHmanpowerthealth, etc.). Linkage
can be promoted through bringing people together in face-to-face meetings,
conferences, workshops, etc., through developing new types of media, and
through increasing all types of message flow.

Another important macrosystem function involves filling recognized
gaps (6.4) with new roles or organizational forms. Special types of
libraries, information centers, research utilization specialists,
linker roles, "think tanks," "utilization.tanks," or whatever may need
to be created. Each such new institutional form represents an alter-
ation of the structure.of the macrosystem and should be justified on the
basis of its fit with the emerging macro-model of national problem-solving.

A final function related to macrosystem building is the creation of
awareness by system members of themselves as part of a system (6.5).
This function is particularly important for areas which are emerging as
problem foci and where no one discipline of science or practice adequately
encompasses the need domain.* Also when a macrosystem is shifting its

*The Social and Rehabilitation Service represents an outstanding'example in
this regard.
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emphasis or its definition of "user:,," "clients," etc., it may need
to communicate this shift widely to all who may be-a part of the system.
Awareness building is usually done more efficiently through mass media
and through the evocations of highly visible and strategically located
opinion leaders.

III. APPLICATIONS AND QUALIFICATIONS

In the chapter which follows, we will apply the model described above
to the detailed workings of each of the four agencies in our study. We
believe that the model has been very successful as a means of categorizing,
interrelating,and comparing as great number of seemingly disparate D&U acti-
vities regardless of the particular D&U system. On the other hand, we should
be careful not to apply the model with a heavy hand without due regard to a.
few subtleties and qualifications. Mh this last section of this chapter,
we will discuss a few of these in the hope that they will provide a more
sophisticated view of the problem.

A. HOW MACRO CAN YOU GET?

The limits of any'"system" are arbitrary from a strictly analytical point

of view. A system may include as many or as few persons, groups, or elements
as the analyst wishes to identify. Likewis.a, resourcer-user problem-solving
systems may include any designated set of resource persons and resources,
any set of users, and any set of user needs.

Yet in using a systems model as a means of analysis, monitoring, and
governance, a course which we are suggesting for D&U, the limits' of the
system in all these regards must be set in some way. Hence, we need to de-
fine the body of R&D which constitutes the basis of system "messages" from
resourcers to users, the need domains within which relevant need "messages"
ought to be flowing from users to resourcers,and the various persons and
groups which constitute the resourcers, users, and message mediators at various
points in between.

The agencies we have studied in this project have some trouble defining
the limits of their "systems," and if we examine Figure 3.14, perhaps we can
understand why. This figure is drawn to suggest the relative position of
the D&U unit within a universe of resource ?ystems, users, policy makers,
administrative hierarchies, service organizations, mediators, etc. Only a

few of the connections are indicated and the figure is drawn primarily to
show (a) the relative distance and position of the D&U unit with respect to
major groups in its environment and (b) the most significant interfaces at which
the unit must operate.

The figure should show the vastness and complexity of the "systems" we
are talking about` in spite of the fact that it is grossly oversimplified.
Very loosely speaking, the left hand side of the figure depicts "resource"
groups, the center depicts mediating groups, and the right hand side depicts
users.
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The outer edges of the figure represent(important D&U transactions over
which the D&U unit is likely to have no control or influence whatever. These
include 0 the subtle but pervasive influences of pubCic needs and-desires,-
and social trends on the acadtmic community as a whole and on would-be probleth
solvers and resource persons at all 'levels. Sometimes these influences are
exerted through the'mass media.

A second set of trantactions over which little control is likely to be
exerted by the D&U unit involves policy advice and guidance ij provided to
the highest levels of the national government by prestigious academics and
scientists in various specialties. The influence of academia in this regard
has, generally been increasisig in-the last two decades and is most evident in
the cOuncil of economic advisors and in the appointment of university professors
to high government. posts,'

The DO unit alsb has
r
virtually nothing to do with the communication of

needs from user interest groups and thg public at large lj to the highest
levels of government or to state and local government. Such transactions
occur mostly through traditional political processes reinforcedby the mass
media.

While these three forces are p ripheral to D&U agency concerns, they
form the environment within which 'operates. Therefore, the unit must
be sensitive and alert to what is going onin each area.

The heavy circle in the figure encloses the subgroups which have the
most operational contact with and control over the D&U unit. Relations with
any of these groups could represent a target for improved linkage, and in

(our interviews we found that various units nad worked with each.

The relative position and power of the D&U unit within this sphere of
influence will change from time to time and can be deliberately shifted up,
down, in, or out, by the policy makers and, to some extent, congressional
action. As we have -seen in Chapter Two, there has been a fairly steady trend
of D&U, first into separate visibility within the R&D sub-agency, then in
some cases, elevation from branch to division, then in some cases (NCEC) to
equal organizational status with R&D.

The figure also illustrates the extreme distance in organizational terms
between the D&U unit and: the ultimate user. In fact, "users" are typically
state agency personnel or staff members of the federal and regional offices
with responsibility for administration of large federal programs of aid and
service. Usually, the D&U unit has very little influence with these groups other
than through the persuasive power of its written products.

The one area of large influence and control for the D&U unit is its own
set of sponsored projects heavy arrow) which mix research, development, demon-
stration, dissemination, information services and consultation in various
combinations. These projects can and often do act as a surrogate 'for ciran
extension of the D&U unit itself. Unless they are highly circumscribed by
the language of the legislative mandate they provide room for exploring various
alternative strategies of D&U for various audiences free from the entanglemellts
of the federal bureaucracy. In some ways, the D&U unit forms a resource and
mediating subsystem together with its set of projects and thus the interface
between them becomes a critical focus 'of linkage.
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We could go on.and on identifying these important interfaces, but perhaps
the point has been made. Difficult as it is to grasp this complexity, the
DO unit must try to do so, and it should also try to define its pridrities
for linking and supporting.linkage within tne macrosystem.

B. CAN THE LINKAGE CONCEPT BE APPLIED EVERYW4E'IN THE i1ACROSYSTEM?

The most controversial aspect of our approach to D&U analysis may be
ouY tendency to apply the problem-solving-dialbgue-linkage paradigm (Figure
3.1) to ,virtually_ every transaction in the social system. We will argue that
this -broad applicatioh of the concept is useful and appropriate, provided that
It is understood correctly.

1-. ;Nit is a model, not a description of r allty.
.,. r

.,In the first place, it should be understood that this model
does not necessarily describe an existing state of affairs for-
any possible. resourcer-user pair. 'Communication may in fact ;flow
only in one direction and perhaps this is typically the case.
Nevertheless, the model poses the question: how does a one-way
exchange fit into a problem-solving system? To answer such a
question, we m st look at the tyb-wayjlow or potential. flow
directly or th ough intermediaries which completes the cycle
and establishes a quasi-stationary equilibrium.

2. it is a model, but not necessarily the projection of an ideal.

We do not feel that all.or even most communization ought to
be two-way in any litTrarsense. People can be-influenCed iu a
beneficial way by new knowledge which they had nothing to do with
creating and for which they, provide nothing in return. We would
argue, however, that such successful transfer is far more likely
when some forethought has been applied to the message regarding
its potential' utility for at least a hypothetical user. Figure 3.15
suggests this sort of vicarious linkage. lndsed, hav,ing this, sense
of users, their needs, and their likely response patterns is the

[Insert Figure 3.15 here]

essence of good writing and of good direction and production in film,
television, or any other one-way medium.

4 1

it is furthermore quite conceivable that actual direct.
communication from users Will provide itess adequate images Of the
ysers'real needs and response patterns that the vicarious images
which certain creative resource persons can conjuee up by them-
selves.

3. Micro-linkage applies` to every interface in a macrogystem..

Figure 3.7 and the analysis in Chapter Four may appear to' some
readers to indicate a series of one-way transfers Which only link
up when we look at the system as a whole. "It is not our intention
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FIGURE 3.15 Successful Transfer with Vicarious Linkage

Resourcer's
sense of,--

._--____ -----what a user might need

/Resourcer's Model\

of a
1

Hypothetical '

User

to convey this meaning. On the contrary, it, can be argued that each
sub-function in the analytical schema bespeaks (a) a transmission,
(b) a transformation, (c) an interface between sender and receiver,
and (d) a dialogue between sender and receiver regarding the function
in question. 'Thus,'the macrosystem of D&U might be displayed.as in
Figure 3.16, with flow throughout being mediated by two-way problem-
solving dialogues at different levels.,

[Insert Figure 3.16 here]

4. Interpersonal and interorganizational linkages are different
in kind but similar in configuration'.

Figure 3.16 also illustrates another important tenet of linkage
theory, namely that the same problem-solving paradigm can be applied
to social organisms of any size, whether they be interacting persons,_
groups, organizations, communities, reference groups, states, or
nations. Poiht "a" in the figure may locate a dialogue between two
persons at a given point in time or an accumulation over time of
messages on all media transmitted between the two. Points b-1 and
b-2 signify communication between the two organizations of which each
person is a member. 'b-1' and 'b-2' also include numerous messages
that may appear to.be one-way from the point of view of any particular
person in one organization or the other. Thus, it is not true that
interorganizational linkage is merely the sum of all interpersonal
linkages.
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On the other hand, true interorganizational linkage is usually
dependent on interpersonal linkage within systems. Thus, if 'b-11
messages come primarily to person X and 'b=2' messages go out pri-
marily from person Y, then X and Y must be firmly linked ('c').

C. ALL RESOURCERS AND USERS ARE NOT EQUAL

Even within the smallest social groups, there is a hierarchy or prece-
dence of influence which controls the flow of knowledge to a very high degree.
The problem-solving dialogue needs to be considered within this context.
Countless research studies in the field of communication point to the importance
of opinion leaders as the primary means by which new knowledge comes to affect
large numbers of people. Since the concept was first invoked over 30 years
ago,literally hundreds of studies have built a body of knowledge on this
topic which is highly relevant to our understanding of D&U systems. Figure
3.17 suggests some of the patterns which we would predict for any D&U system
as a result of these studies.*

[Insert Figure 3.17 here]

Certain persons are likely to become aware of their problems and to
reach out for solutions long before the user system as a whole has woken up.
We could call these people "innovators." They are likely to be somewhat
marginal to the great mass of users but to be more closely in contact with
media and with certain members of the R&D community. They are the kind of
people most easily enticed into collaborative R&D microsystems and they ploy
a very useful role in this regard because they set an example particularly
for leaders or opinion leaders. The example they set may be good Or bad, i.e.,
if they succeed and prosper, the opinion leaders get curious and maybe jump
on the band-wagon, sensing that to be left behind may mean to lose leadership
status . If, on the other hand, the innovators appear to fail or to fumble
around or to be hopelessly enmii'ed in unanticipated consequences, the opinion
leaders hang back.

A similar set of social dynamics may occur within the R&D community itself.
Though little research has been done on this,,there is no question that re-
search specialties are dominated by a few stars who have inordinate influence
not only on colleagues but also on policy makers.and other would-be users.

The purpose of this discussion is not to explore these possibilities
fully, but only to suggest another set of variables which condition the
problem-solving dialogue. Figure 3.17 suggests a number of hypotheses re-
garding D&U systems which should be investigated. Unfortunately, they were
mostly outside the bounds of the present comparative project.

*Especially as summarized by Rogers and Shoemaker (1971).
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CHAPTER IV

INTERAGENCY COMPARISON ON D&U FUNCTIONS

L INTRODUCTION

It is the purpose of this chapter to compare and contrast the four D&U
units on each of the six D&U functions presented in the previous ch ter.
The information presented on each agency and its D6Ujunit comes from inter-
views with agency staff members which were conducted during the cast study
phase of the project.

A note on the data gathering/refining process is in order. As our
model evolved parallel to the case study interviewing, we coded items of
information in the interview summaries according to the applicable secti. (s)
of the model. Since the model itself was not used to collect the informa
originally, however, and since there were doubtless errors of both commission
and omission in our agency profiles, we returned to each of the DEM units
for a meeting with staff members. In these meetings, staff brought errors
and omissions to our attention and produced examples of activities to fill in

gaps in their model summary. A corrected version of the profile was then
drafted.

The first section of this chapter entails a short summary of each agency's
work in each area of the model. These summaries are :ntended only to provide
the reader with a framework in which to place the detailed comparisons and
are not intended to be complete characterizations of the agency or its I=
unit. The second section presents a more detailed description of each
agency's D &U activities as compared with each other and with a theoretical
D&U model.
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A. SUMMARY COMPARISONS OF THE FOUR DSU UNITS

Function Set #1. User Self-Servicing

MAXIMAL: An effective and progressive user self servicing subsystem
has a good localized problem-solving capacity% maintains a

continuing awareness of its needs, present and future,
knows how to express its needs to potential resource
persons and groups, looks outward and inward for innova-
tions, and is able to adapt new ideas. Maximal D&U activi-
ties in this area would focus cn helping the user help him-
self by providing training or support on any of the above
sub-processes.

MA:

SRS:

NIMH:

OE:

Very little process helping is provided by the Division of
R&D Utilization in the form of training or techniques for
receiving or using knowledge; however, several Job Coaching
manuals that have been developed or sponsored potentially
serve this function.

Although the Research Utilization Branch does not have sole
responsibility or resources and capacity to fulfill user
self-servicing functions, they do attempt to link up to such
efforts of other units in SRS. For example, RUB has played
a major role in training efforts among the Research Utiliza-
tion Laboratories and the Research Utilization Specialists.
Much of this training has been oriented toward building
human relations and problem-solving skills and is user-
centered in emphasis.

In the Mental Health Services Development Branch, user self-
servicing is promoted by staff consultation to community
mental health centers, "how to" manuals focusing on problem-
solving procedures, and projects concerned with techniques
of training for planned change.

Although developing user self-servicing is not central to
the mission of the National Center for Educational Communica-
tion, there is an emphasis on training local intermediaries
as special process helpers; the extension agents are supposed
to serve as one method to give users technical and program-
matic assistance in locally-initiated problem-solving activi-
ties.

COMPARISON: Across the four agencies, access to clients_varies_as a _
result of- -historical relationships with clients, mandated
posture to them; size of the units, and level and extent of
activity of. the client groups themselves. User self-servicing
activities range from NIMH's consultation work with clients
to MA's past mission-dictated separation from line activities
at the state and local level. Relative size of client groups
to available D.SU unit staff also appears to be an important
factor.
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Function Set #2: Need Processing

M4XIMAL: Maximal D&U functions in the area of need processing would
include various activities required to communicate user
needs to resource persons and systems. Transformation
activities such as need arousal, need sensing, need
definition, and needs assessment are necessary for trans-
mission of needs to policy makers and to the R&D community
Additional specialized transformations include the trans-
lation of need priorities into research and development
programs with dollar authorizations and into problems
amenable to R&D.

MA:

SRS:

NIMH:

OE:

Staff of the Division of R&D Utilization feel that they do
not have primary responsibility for need processing or for
determining the direction of the R&D program. ORD, as a
whole, is responsible for need processing and the planning
of future R&D programs; the Division generally applies its
knowledge of user needs in relating users to prodOcts of
the R&D program.

The Research Utilization Branch is involved in the Operational
Planning System of SRS which allows for annual updating of
objectives and design of research proposals to meet these
objectives. Although not the direct responsibility of RUB,
needs are transmitted to various policy makers by means of
the yearly R&D Strateg; other means of transmission include
the R&D Brief Series, hU Specialists, and the "Bidder's ,

Conference."

Need processing activities in the Mental Health Services
Development Branch appear to be heavily influenced by re-
searchers and by staff members working in consultation both
with researchers and with mental health personnel. Although
most need processing activities are carried out on an in-
formal basis, more formal efforts include peer review panels
and Branch-sponsored needs assessment projects.

In general, need processing activities in the National
Center for Educational Communication seem to be stronger
in the area of need transformation than in the area of need
transmission. Although user need input is stressed in NCEC

_programs and projects, priorities are written into legislation
and come down from the highest level.

COMPARISON: In general, it appears that the four D&U units are only
peripherally active in need sensing which has the objective
of producing new R&D. The units do not serve as need moni-
tors for their agencies' research programs; policy makers or
researchers themselves tend to assume this responsibility.
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There is more need sensing activity in the units for their
own clients, and for the research the units produce. NIMH's

closer link to its smaller number of clients results in
the greatest activity as need-sensor. Two of the units
(NIMH and OE) have undertaken formal need sensing studies
with clients in the field; MA's and SRS's activities are
formalized in the agency planning process, but not vis a .

vis field clients.
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Function Set #3. Solution Building

MAXIMAL: Although most solution building functions lie outside of
the domain of D&U, three processes can be identified as
maximal D&U activities in this area: influencing R&D to
be more relevant to society; influencing R&D to be more
dis'Seminable and utilizable; and research on the process
of utilization itself.

MA:

SRS:

NIMH:

Staff members of the Division of R&D Utilization are able
to apply considerable pressure toward ,relevance and utiliza-
tion of certain applied research and demonstration projects
through involvement in the "buddy system" and also by inter-
vention in final report writing for projects. Several
efforts have been made to conduct R&D on the D&U process,
although many of these efforts have been more concerned
with the improvement of D&U practices than with the D&U
process itself.

Guidelines developed by the Research Utilization Branch for
final report writing and "instructions" for grantees to
include utilization requirements in their research proposals
have influenced R&D output to be more usable and relevant.
RUB has sponsored an evaluation of the RU Specialists plus
other projects designed to improve the process of dissemina-
tion and utilization.

Indicative of the pressure toward relevancy and utility of
R&D in the Mental Health Services Development Branch is
the list of criteria used by review panels in evaluating
research proposals; this list, developed in a Branch-
sponsored project, includes items on project relevance and--
utilization. Although there has been some difficulty in
obtaining funds for research on the D&U process, several
projects have been sponsored that have had effects on
Branch operation. The Branch has no influence on research
performed elsewhere in NIMH.

OE: In the National Center for Educational Communication, pressure
toward relevancy_and-utill s--ty-of- R&D- iencouraged through
proposal negotiation and in the development of new program
areas but this influence does not extend to the bulk of the U.S.O.E.
R&D effort. The application of R&D in the area of D&U is one of
the five specified objectives of NCEC and staff have been very
active in both producing and using research on D&U.

COMPARISON: All four units have made some impact on the relevancy of
research through, the guidelines, suggestions, etc. added to
research proposal requirements; a somewhat greater impact on
disseminability of research has resulted from requirements for
final reports. There has been more success closer to home
(i.e., in the R&D funded by the units), and only in the
recent past have the units begun to have their guidelines
imposed on all of the research sponsored by their agencies.
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Function Set #4. Solution Processing

MAXIMAL: Maximal D&U activities in the area of solution processing
would include steps designed to move a valid solution
idea into implementation in a user system. Such functions
as transforming knowledge into usable forms, transmitting
knowledge to appropriate audiences, and helping people to
use knowledge would be subsumed under solution processing.

MA: The Division of R&D Utilization is probably strongest in
the area of knowledge transformations; packaging, tailoring,
and targetting R&D findings to specific auidences is a
primary concern as is screening for quality materials. Al-
though the Division maintains an in-house, manual system
of storage and dissemination which generally allows them
OD provide documents at any time, this system operates
exclusively for those products that have come out of its
own R&D program and tends to be used most extensively by
university R&D persons rather than practitioners or adminis-
trators. The Division does not have the resources to be a

SRS:

NIMH:

OE:

I I user helper" beyond individual, informal cases.

Knowledge transformations conducted by the Research Utiliza-
tion Branch include such products as the R&D Brief Series,
two-page summaties of selected projects that spell out
implications for users; tailoring to specific audiences
seems to be a major Branch concern. Transmission activities
are not as well delineated as are transformation activities;
however, RUB is in the process of developing an SRS-wide
information system, and has developed a guide on how to use
other existing information systems. In termseof user helping,
RUB acts as a linker to the various attempts at this function
as performed by other "units within SRS.

Although the Mental Health Services Development Branch has
not concentrated its efforts in the area of knowledge trans-
formation, two.new magazines, Innovations and Evaluation,
have been designed as transformation devices.. In terms of
transmission activities, Branch efforts are handicapped some-
what the decentralizednature of.N1MH;--however, staff
members employ both formal and informal means to insure that
knowledge reaches relevant audiences. Manuals, field con -
saltation visits, and training projects are designed as user
helping mechanisms by the Branch.

Within the National Center for Educational Communication, the
Educational Resource Information Center (ERIC)' carries the
bulk of transformation activities for the D&U unit. In many
respects, ERIC is a model system equipped to do all of the
print-based archival, integrative, and transformation functions
necessary 'to give users complete access to the storehouse
of knowledge in a major social problem area. Although trans-
mission activities are not as strong as transformation activi-
ties in NCEC, there is a trend toward increasing,the realm
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of these functions. NCEC employs various means to help
users implement innovations based on R&O; for example, a
system of extension agents will be expected to provide
developmental assistance to local educational practitioners
as part of their role.

COMPARISON: Three of the four agencies, MA, SRS, and OE, are strong
in the area of knowledge transformations. None of the four
DO units are as heavily involved in transmission activities.
SRS, NIMH and OE provide some user helping functions in terms
of consultants and linking agents.
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Function Set #5. Microsystem Building

MAXIMAL: Microsystem building refers to activities in which many
elements of the problem-solving dialogue are simultaneously
present and are allowed to interact on a small scale.
Maximal D&U functions in this area would include inter-
changes between researchers or developers and users, user-
collaborative R&D, and integrated RDD&U programs.

MA:

SRS:

NIMH:

OE:

In the Division of R&D Utilization, emphasis is placed on
interchange situations, although these now occur on an
informal basis. User-collaborative R&D also is stressed
in the Division: in the model of "projects as dissemina-
tors," user involvement is encouraged in the early stages
of projects. I good example of integrated RDD&U programs
supported by the Division would be the Experimental Manpower
Laboratories set up in priority areas of needs.

The Research Utilization Branch is beginn;ng to experiment
with the use of researchers "on-demand and on-call"; other
such interchange situations are also promoted by RUB as are
user-collaborative R&D projects. Examples of integrated
RDD&U programs include that of the Public Assistance in
Vocational Rehabilitation program and various activities of
the Research Utilization Laboratory in the Jewish Vocational
Service.

Of the three functions subsumed under microsystem building,
the Mental Health Services Development Branch appears to
be strongest in the area of integrated RDD&U programs. The
most salient example of such programs would be Branch efforts
directed toward the children's area priority., The Branch has
also sponsored some user-collaborative R&D projects, and
although interchange activities haqa-been encouraged, limited
funds have prevented the Branch from being able to develop
the full potential of these interchange situations.

The National Center for Educational Communication appears to
have had li-ttle direct involvement in microsystem building
between researchers and practitioners throughout the educa-
tional establishment. However, increasing attention is
being paid to the role of'NCEC in this regard, and efforts
toward building user-collaborative R&D and integrated RDD&U
programS are being recognized as necessary prerequisites to
user installation of R&D products.

COMPARISON: For microsystem building, system complexity appears negative-
ly related to the proportion of effort expended in interchange
and combined R&D and RDD&U projects. OE, in particular, had
fewer such activities, although it is moving in that direction.
The otner three agencies, especially MA and NIMH have engaged
in diverse activities involving these functions.
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Function Set #6. Macrosystem Building

MAXIMAL: Although most macrosystem building functions Lje outside
the domain of any particular unit within an agency, several
processes can be identified as maximal D&U activities in
this area.: modelling of the macrosystem, monitoring of the
macrosystem, promoting linkage, filling recognized gaps, and
building system awareness.

MA:

SRS:

NIMH:

OE:

The Division of R&D Utilization stresses the development of
informal linkages within the Manpower Administration'; one
method used for this purpose is the "buddy system." Linkage
between macrosystems is also emphasized. These linkages are
helpful in terms of building awareness of the utilization
system and in macrosystem modelling. Utilization laboratories
have been supported where research, dissemination, and research
on utilization can go on simultaneously with longer-term
planning and funding.

The Research Utilization Branch has been working toward the
development of an SRS-wide utilization system; however, lack
of a common perception of the system has been a problem.
RUB has stressed the importance of building networks and has
served as a catalyst in many SRS efforts, e.g.,.research
utilization specialists as linkers to the states. No unit in
SRS has - responsibility for building system awareness, al-
though it appears that the new management procedures may be
directed at this function.

The Mental Health Services Development Branch is not in a
position to engage in macrosystem building for NIMH; al-
though there have been some efforts by NIMH as a whole to
do this, past efforts have not been in the area of D&U.
However, Branch members are participating in a newly-formed
Study Group that is concerned with the problems of linkage
and D&U in the NIMH system.

The National Center for Educational Communication has done a
great deal of gap filling and institution building. The
network of specialized linking agents based in state agencies
and the nineteen subject area clearinghouses within the ERIC
system are examples of macrosystem building activities. In

terms of system mapping, a study of the eductional information
need sensing network has been funded as has45nother national
survey of innovation process and information use in school
districts.

COMPARISON: There is quite a bit of variation in km unit activity in
the area of macrosystem building. SRS and NIMH have been
less active, comparatively, but for different reasons: in
SRS the difficulty has been the lack of an integrated system
to be modelled; in NIMH it is perhaps the difference in approach
between the D&U unit and the majority of NIMH subsystems which
is the cause.



B. DESCRIPTION OF D&U UNIT FUNCI-I-ONS: MAXIMAL VS. ACTUAL

In the pages which follow, we will offer side-by-side comparisons of
the activities of a theoretical D&U process, which provides all of the six
function sets described in the previous chapter to the fullest extent,
with each of the actual D&U units studied-in this project: The theoretical
model should be understood as the maximum rather than necessarily the optimum
model, especially in consideration of resources available, legislative mandate,'
and other constraints affccting the actual agencies studied. These are acti-
vities we see as necessary for an agency, but not necessarily the job of any
one D&U unit.

The categorical analysis which follows must be understood in the light
of the analytical framework and rationale presented earlier. It cannot be
understood outside of that context.
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Function Set ft:
USiR SELF-SERVICING

Maximal DC!. Sys am'

1.10 Developing User's In-
ternal Problem-Solving
Capability

It is important for
users to have adequate in-
ternal processes of solving
problems.' Flmetimes users
need help o, how to'help
themselves without such
"he )" being focused on
specific pieces of research
knowledge but rather on the
user's own situation and
own problems.'

The maximal DGU system
is able to provide general
problem-solving process help
in the form of':

I .1 I

Training in effective
problem-solving prOcedures
including diagnosis, setting
objectives, resource link-
ing, searching for and draw-
Nig implications from re-
search, finding and choosing
Along solutions, adaptation,
trial and gaining acceptance
for solutions.

,Ys

R.

AUniower Adrin:scrctiori
RAD UtilEzttin

t

The Division appears to do very little
process helping in the sense of providing
either training or techniques for receiving
and using, knowledge. This might be an area
for future expansion effort, although pre-
sently providirig direct services is not a
part of their mission and would certainly
require more staff.

Program administrators, e.g., USES and
OEDP staff, are seen as having the responsi-
bility of preparing the state and local
offices for =king use of knowledge, al-
though it was not clear from interviews how
central R&D knowledge was in this process.

It appears that no unit has sole responsi-
bility for this function, and some training
efforts appear in various units. Some eval-
pation studies sponsored by OPE may assist
in the development of user diagnoses, since
OPE tries to involve users during the life

' of these evaluation contracts. This may
also be an area of expansion for USES, since
the State Employment Service Offices have
training divisions. However the training,
up to the present, has not been organized
around the development of problem-solving
procedures; rather, efforts have been
focused on training staff for specific pro-
grams.

4

G's

SKS Hasaarch :icilisation Branch

RUB does not have sole responsibility for
user self-servicing, nor does it have the
resources and capacity to fulfill these func-
tions. Indeed, some of these functions have
been assigned to other units in SRS. RUB

does see the need to link to other user self-
servicing efforts, when they do exist, to
insure that utilization of research becomes
an integral part of these other training
efforts and to insure that the "bases are
covered" by someone.

for users within the SRS staff (e.g..
department heads and other personnel in
Federal and regional offces), increasingly,
this function will be assumed by the recent-
ly created Office of Organizational Develop-
ment. This Office will provide special
training to SRS staff and will conduct courses
on problem- solving and the processes of
management-by objective and system analysis,
all of which could be viewed as developing
capability in a specific user group.

The RUB, by itseft;.--.110 few resources for

developing process training or providing
techniques for receiving or using knowledge.

ifil

However, it appea ..s that the Manpower Utiliza-

tion Branch in t Rehabilitation Service
Administration (R ) in collaborat::r ....-
RUB has potential for this type p' *.-a -.-..;.

and this potential has been tapped .- a 4e.
instances (e.g., in the training of researcn
utilization specialists by RUB and RSA).

, Sri

RUB has assisted the Institute for the
Crippled and Disabldd (1CD) in New York City.

one of the RU Labs, In developing a clearing-
house to support the Public Assistance
Vocational Rehabilitation (PAVR) program.
ICD is also working toward the development
of training material that will enable thr
state client group to use this information
system in their own work with public welfare
clients. Using short-term training money.
RSA also developed a document in support of
the PAVR project which indicated models for
utilizins, the expansion grant program.

In building the abstracting effort '0f
the SRS information system, RUB and RSA are
also using short-term training money to
develop models of how to use the information
system The end product will te P manual
indicating the various ways of using the
system, how to enter it, etc.
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NIMH Menta Health :A.roices Development Branch

much of the work of the MHSV staff, In
consultation with their clients, appears to
he directed to this area, with consultation
centering on problems of the centers rather
than focusing on specific pieces of research.
However, the extent of such problemrsoiving
consultation among all of the Branch staff
members is not clear, especi.11y given their
other duties.

Some of the projects sponsored by the
Branch may promote this type of traloing.
A portion of a new project with the Human
interaction Research Institute will be
designed as a training project to enhance
Branch staff members' skills in consultation
toPrOmote change. One other project supports
training in operations research.

Nationd,: Center pr Educational
Communication

4
Developing user self-problem solving

capacity is not central to NCEC's mission,
although various OE training programs over
the years have focused on this area, e.g..
Cooperative Project for Educational Develop-
ment (COPED). In theory, at least, the
extension agent system which is now being
developed is supposed to serve as one
method to give users technical and program
.matic assistance in locally-initiated
problem-solving. NCEC staff often reflected
this philosophy in their responses. One
noted that NCEC should not have the function
of technical assistance as it has to be
provided from the intermediate or local
setting, bringing in experts when needed.
In order to train practitiohers as effective
resource-utilizing problem solvers, it was
felt that a complete transformation of what
OE is doing now would be required. As OE
funds for training are administered through
the National Center for Improvement of
Educational Systems (a sister unit to NCEC),
it Is hoped that NCEC can Influence their
planning in the future, although NCEC has
not done so In the past.

NCEC uses workshops, training sessions,
and technical consultant services in the
area of process training. There Is an
attempt to train dissemination representa-
tives in the methods for disseminating
technical Information to educators and to
assess and upgrade their understanding and
skill In linking to resources and in problem-
solving.
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Maximal D411 System

1.12
Providing users with

structured procedures for
problem-solving.

;.20 user Need Awareness
and Self Sensing

1.30 User Need Expre.ption
Articulation

M.A. Dioision o' SAD Utisation

Some documents which the Division has
developed or sponsored potentially serve this
function, e.g.. MDTA E&D Findings Number 5,
1969, and the Job Corhing Manuals produced
by outside contractors (a good example is
the Gordon-Erfurt Coaching Manual, 1971).
Production of similar documents is being
encouraged by the Division. A "how-to-do-it"
handbook was developed from the "Older
Worker" study, and has been dIstrIbutecrto
the various State Employment Service Offices.

Occasionally, the Division of Policy
Studies and Analysis in OPE develops impli-
cations, foliow-up proposals, and programs
from ORD reports and evaluation studies for
policy-makers in the 00L.

No activities are focused directly on
this, nor is it part of the Division's defined
mission. However, staff within ORD have
cited cases where presentation of research
results has "generated" interest and aware-
ness within users, particularly among policy-
makers. Involvement of users at the federal
level in the devilopment of the annual R&D
plan may indirectly develop some awareness
among these program administrators.

This function appears to be done only
indirectly within ORD through meetings with
federal program people in the development

of the annual R&D plan. It was stated that
users' suggestions as to needs often were
too short-sighted for planning two to three

years in advance. Yet it appears that there

has been no attempt to expand the ability
of users to articulate their own needs, nor

was there any office with this defined re-

sponsibility.
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SRS Research Vti,faation Branch

In training the RU Specialists them-
selves, a staff member from the RSA Manpower
Utilization Branch reported that they had
tried to "capitalize on their own (the RUS's1
learning, to help them identify what's going
on, and to help them feed this information
to each other." It is not certain whethe
this strategy has been used to train oche'
client groups.

Some documents being developed in RUB-
sponsored projects, e.g., the handbook being
developed from the review of research in
the area of psychiatric rehabilitation, may
also serve this function.

In another step to develop the R&D
Strategy, a new "issue generation"procedure
has been mstituted. Each of the bureaus is
allotted $200,000 to define their needs,
objectives, and problems. Each bureau will
organize a six-man team for this purpose.
with a full time staff member from the Urban
Institute assigned to each bureau to assist
these teams. This process will encourage
need awareness among users at the federal
level.

The RUS's and RUL's can also be viewed
as catalysts who encourage self sensing
among the state client group, given their
links and consultative efforts within the
states.

The major efforts in this area would
include the previously-mentioned work of
the RUS's and RUL's as catalysts for the state
client group and also the creation of the
"Issue generation" teams in the bureaus.



NIMM Mental Health Servicee Development Branch

One MH5V staff member described the
Purpose of the research they sponsor as that
of helping to develop knowledge about how
to solve problems of the local mental health
centers. Thus many of the projects, e.g.,
the goal attainment scaling procedure to
assess achievements of local centers, involve
the development of specific problem-solving
tools. Manuals are sometimes developed by
the project staffs.

The consultation activities/of Branch
staff also cover this area. One staff member
notes that on such consultation trips, the
center staff may cite a specific problem
that they have, and the Branch consultant

. tries to find out r:- have this problem
and encourages and assists the center staff
In studyIng and evaluating the problem.

The MHSV also has developed some "how
to" manuals which focus on problem-solving
procedures: a manual on how to use informa-
tion sources; a manual on program evaluation;
a manual on research utilization.

The program evaluation manual, plus
several national and regional seminars and
symposia, has been intended to promote need
awareness.

Through some of the projects sponsored
by the Branch, e.g., the program evaluation
technique development, and through consulta-
tion efforts, need expression articulation
may occur. One Branch staff member mentioned
trat the purpose of center visits may be an
eiouse for the center staff to get together
at "talk up a storm" among themselves about
tneir needs and problems. In such cases,
the p'esence of the MHSV staff member may
serve as a catalyst for the client's own
need assessment and articulation.

JE National Center for Educational
Communioation

NCEC has supported one project to
develop a manual, checklists, and training
models for improving problem-solving and
knowledge utilizing skills. Intended users
of these mateHals are a broad strata of
educational practitioners in state and local
agencies who would be identified as innova-
tors or change agents.

Although. this activity lies far outside
NCEC's formal mission, there is some stress
In the extension agent system on dialogue
with users to help users identify their own
needs. There Is also a current contract
which is attempting to develop need sensing
methods and Instruments which users can
self-administer.

In NCEC, there has been an extensive
history of attempts to get user need sensing
input through formal user need studies,
special surveys of individual projects (e.g..
file partitioning), and In the development
of specific products. The QUERY negotiation
process also Involves users in defining their
own needs. Every Targetted Communication
project Involves some kind of user need
Input.

As noted above, one of the objectives of
the extension agent system Is for the agents
to enter into need assessment dialogue and
problem definition activities with targetted
populations.

-117_



*mina' D&U System

1.40 Developing User Inter-
est, Skill, and Capa-
city fcr Seeking Out
Useful Information and

Findings and Ideas

1.50 Developing in User a
Capacity for Adapta-
tion and integration
of Solutions

N.A. Diviaion of RID Utilisation

No activities of the Division are focused
directly on this function. However, the
Division assignment to develop communications
with the regional offices is hoped to allow
the regional staff to know what information
is available in ORD and how they can use it.

One of the barriers commonly cited by
ORD staff in developing this capacity for
openness to new R&D is the feeling among
potential users that they do not have enough
money to put E&D into programs: "It's a good
Idea, but give us the money."

Again, there may be potential in USES
regarding this function, since the State
Employment Service Offices have training
units. But such training is not now focused
on this function due to lack of time and
resources.

Staff of the Division of R&D Utilization
feel that they do not have primary responsi-
bility for need processing and for determining
the direction of the R&D program. Rather,
the Division generally brings its knowledge
of user needs to bear in relating users to
products of the R&D program. ORD, as a whole,
is responsible for need processing and the
planning of future R&D programs, and this
planning process has been described as a

"collective responsibility."
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Sit haaearch Utilisation Branch

The /CD effort (with assistance from
staff in SRS) to develop training materials
that will enable clients to use the 1CD
clearinghouse in their own work may be
building this kind of capacity.

The manual to be developed from the
abstracting and indexing contract for the
SRS information system should also encourage
growth of thiL.capacity. Various projects,
including the RUS's and RUL's, the Stout
State, Wisconsin, project to develop a
clearinghouse and generate issues, etc., will
certainly build this capacity among project
staff members, and it is assumed that the
work of these project staffs will have some
impact in developing this capacity In broader
user groups, e.g., the state clients.

In eight to an "Operation Research"
projects funded by RUB, lectures are con-
ducted for state agencies on the topic
of research operations; this activity is
intended to promote research capacity build- '
Ing among state personnel. The RUL in the
,Jewish Vocational Service (JVS), Chicago, has
been cited as an example of a user-researcher
group which has been developing this capacity
in themselves as well as promoting its develop-
ment In its larger user group. The RUS's
also-actively encourage this capacity in
their clientele through their efforts. Until

the evaluation of the RUS's is complete,
it will not be known how effectively the RUS's
can build this capacity among users.



N/Fk Menta. Health jerviatia utmelopment Branch

Again, the manuals developed by the MHSV
on how to use information sources and on how
to p'an for creative change may assist in
the development of this capacity In users.

One Branch effort which appears to focus
on th s activity would be the consultation
of Branch staff with clients. This consulta-
tion holds much promise in developing this
capacity among users. The manuals on research
utilization stress, in actuality, how to
foster organizational change. Also, several
new projects, in planning stages, will test
and demonstrate deliberate techniques of
planned change.

OE Natimii Center for Educational
Communioation

This is the core philosophy of the
extension program which Is planned. Agents
are supposed to act as catalysts and get
users started on the path to self-initiated
resource acquisition. By making users
familiar with Putting Research Into Educa-
tional Practice (PREP) and ERIC materials.
agents open up to users a new avenue to
problem-solving. There is not yet enough
evidence from the pilot agent program to
Indicate whether such contacts will actually
iced to user self-Initiation in acquiring
resources over time.

Many of the motivations for change in
the local school districts are not self-
motivations, but rather come from sources
outside of the school system itself, e.g.,
pressure from outside generated by students
saying that they aren't getting a relevant
eoucatlon. Although these outside pressures
for school improvements allow a climate in
which R&D products can be marketed, they
also act as inhibitors since there may be
built-In resistance to change. The proposed
change in validation efforts, having states
nominate programs to be considered for vali-
dation, might provide local school systems
with alternatives to present procedures and
allow them to learn to look at information
that is presently available before they start
new programs.

Follow-up activity to help clients in
both adoption and implementation of innova-
tions is another aspect of the emerging
extension system; "developmental assistance"
is ore important part of the extension agent
role. As one respondent noted: "You have
to process beyond the point at which you
fulfill information requests with the printed
page; you must help (practitioners to) ex-
plore ways they can use information, help
interpret, and get people in for consultant
help." Visitations and technical assistance
sites also serve this function for specific
solutions.

A contract'with Contemporary Rr..earch
is designed to provide a turnkey capacity
to foster the adoption'and adaptation of
eight Title III programs earlier identified
as exemplary programs.
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Function Set #2:
NEED PROCESSING

Maximal D4U.Sgstem

2.10 Need Arousal

The maximal D6U system
should be ab'e to stimulate
complacent users to start
feeling needs.

2.20 Need Sensing

(Similar to 1.20)

2.30 Need Definition and
Redefinition

The maximal system has
an evolving definition of
the need domains of users
which includes present
and future, substance and
process, explicit and
inferred.

M.A. Div'cion of RAID Utilisation

Need arousal is only done indirectly for
the most part, although in one conscious
strategy of."utilization by subversion" the
Division attempts to develop new directions
in the thinking of establishment professional
groups by giving them special dissemination
contracts. Users are also stimulated on a
selective basis by products, demonstrations,

discussions, and conferences -at -which the
Division representatives are offering facts
and solutions. The net effect on some users
may, of course, be an awakening to their own
needs.

No formal strategy has been developed
within ORD for need sensing. Lack of a
direct relationship with state employment
services and other manpower services at the
state and local level may be one reason for
this--and a strong one. Virious members of
ORD undoubtedly use their links with users
tc sense needs on a micro-scale, although
the feedback of this need tensing into the
development of R&D plans is not formalized.

For the most part, those in authority
above the Division are responsible for antic-
ipating need domains of the clients. Such
definitions change frequently, reflecting
the interests of the country. Various sources
of obtaining definitions of need were cited:
some notions of need domains are developed
by special in-house committees, e.g., the
Manpower Administration "study group" which
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SRS Research Utilization Branch

There is no direct strategy to do this.
although some Branch staff members felt that
in-house written materials, e.g., development
of their R&D Strategy, have served the
purpose of "stimulating thought" among
policy makers in the area of OSU itself.

A different group of users is also
stimulated through various means. Written
products, e.g., the R&D Briefs, are intended
to alert users at different levels to new
Ideas and research conclusions, which could
lead to need arousal. Various conferences
as well as RUS contacts with clients can
also stimulate thinking and concern about
needs.

Another indirect source of need arousal
are the central office mandates presented
to various groups. For example, it was felt
that need arousal occurred among the state
agencies through the institution of new
federal objectives. At the federal level,
need araitaal may occur among program people
by means of the new procedure in which
policy Implications are presented to the
bureaus and in which, in turn, the bureaus
are held accountable for accepting or re-
jecting the conclusions and implications.

Need sensing may occur among the federal
staff through their participation in the
procedures established to develop the annual
R&D strategies. The work of the RUS's and
RUL's with the state client group is, again,
intended to promote need sensing on the part
of the state user group; yet the effectiveness
of the RUL's and RUL's in promoting this
capacity is not yet known.

Traditionally, the direction of research
toward general areas of need had been in-
fluenced by researchers. However, definition
of need domains has become more formalized,
with yearly objectives decided In-house
and with more and more Input on needs and
priorities from policy makers within SRS
and HEW. "Issue generating" teams in the
bureaus define need domains as well es problem



NIMH Mercy, hpalth .iprvicra Development Branch

The mechanism available to the Mental
Health Services Development Branch (MHSV)
that would allow for need arousal is the
consultation services that staff provide to
community mental health centers and other
mental health personnel. One MHSV staff
member stated that people must be "helped" to
know what they need: "you move people along
by building on the information that they
(clients) give you; make them curious."

fThis
consultation would indeed appear to be

a potential mechanism for need arousal; how-
ever, it is not certain whether this strategy
of consultation is used by all Branch staff
or even how much staff time Is available
for such consultation (staff members men-
tioned other pressing duties which cut down
on time for such visits).

Some non-Branch respondents felt that
need arousal occurred to some degree among
users other than mental health personnel.
For example, pamphlets, use of television
advert sements, etc., were mentioned as
methods for need arousal for the general
Public. whereas conferences, workshops, and
even the review panel experience were suggested
as means for stimulating thought for re-
searchers.

I. a study that is just beginning, the
American Institute of Research is going to
canvass community mental health centers to
obtain the centers' definitions of their own
problems. There are no other systematic
activities focused directly on need sensing,
despite concepts and techniques that have
been published by MHSV.

Traditionally, NIMH research programs
have operated under a "free enterprise system,"
with researchers spontaneously bringing in
ideas and applications. The direction and
defined need domains of NIMH research programs
have been heavily influenced by researchers
through the use of "peer review" panels. Each

research program in NIMH has at least one such
review panel (there are over 40 panels In

OE Naticnal .7enter Educational
anieuhioution

Need arousal for policy makers on the
area of DEU is accomplished by keeping key
People in OE well- informed of the services
and products NCEC is delivering. Presenta-
tions at OE-wide seminars on the topics of
dissemination and the Copyright Program .

have increased the number of requests for
information services as have such presenta-
tions to non-OE groups. Visits to state-
level staff members are utilized as oppor-
tunities to raise the priority level of
dissemination by informing them of what NCEC
has to offer in terms of helping the state
agencies. Need arousal can also occur
through Clearinghouse linkages to professional
organizations.

BESE is conducting an Education Innova-
tion Fair whereby state people working in
Bureau programs are invited to review their
programs through "Awareness Sessions" and
"Adoption Clinics." The objectives of the
Fair Include stimulating the states to
hold their own Fairs both on a regional and
state basis, encouraging traveling seminars
for demonstrators to take their projects to
locals, and encouraging interchange among
people.

As previously noted, one current contract
(Stanford University) Is devoted to developing.
methodologies for user information need sen-
sing and will provide data to NCEC on repre-
sentative needs from national samples of
users in various practitioner categories.

The Bureau of Adult Vocational-Technical
Education has supported the development of
a number of "research coordinating units"
(RCU) across the country to identify research
priorities in the states and set priorities,
for RED in their state plans. They determine
these needs in various ways, such as having
advisory councils set up to advise them on
policies and priorities for research.

The definition and redefinition of
needs is strongly influenced by the priority
setting of the OE top echelon. Political
changes at that level often bring new leaders4
with their own concepts and priorities. For
example, the shift in OE to "getting into
the classrooms" has produced a shift in
the focus of ERIC from serving the researcher-
scholar community to serving the practitioner-
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Maxima: D41 .5.ierem

2%40 quantitative Needs
Assessment

The maximal system has
a continuing workable pro-
cedure for user needs
assessment both in quanti-
tative and qualitative
terms.

M.A. DivielJn

defined the area of needs resulting in the
Work Sample Study project. The National
Manpower Policy Task Force is contracted to
sense general areas of need, and the National
Manpower Advisory Committee has a Research
Subcommittee which suggests priority areas
for research: In-house policy makers, e.g.,
the committee composed of the Assistant
Secretaries and Under Secretary of Labor
and also staff of ASPER, are involved in
priority determination.

There is no formal or regular quanti-
tative needs assessment procedure, but
thought is given to the process. Means of
involving the user in the project, including
obtaining users' comments on proposals and
meeting with users at the federal level, were
:onsldered procedures to assess users' needs.
Some Indication of needs arises from program
statistics, evaluation reports, and also
from suggestions of the researchers. "Antici-
pation" of policy concerns otDOL policy-
makers was cited as a means of need assess-
ment, as well as "Idea stimulation" (e.g.,
the identification of problems not dealt
with by existing legislation) among staff
of ORD. Although the Division staff and
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CS gercarch Vtilizat;on Branch

areas for research. Although the definition
of needs may change somewhat from year to year,
most staff seem very aware of the defined
areas of need.

A management procedure which has been used
for three years by SRS provides for a mo-e
formal assessment of program needs at the
bureau and regional levels. In the develop-
ment of the annual R&D Strategy, bureaus and
regions provide various Inputs: the bureaus
define their goals and objectives, identify-
ing knowledge gaps around each objective;
specific research proposals are then designed
to fill the identified gaps by "teams" (in-
cluding an ORD staff member, the bureau
heads, and possibly a staff member from a
regional office); after review of proposals
by ORD and perhaps higher officials, the
refined strategy goes back to the bureau for
their further comments.



Menrc: Roalth Services Deoeilpment erzech

NIMH) composed of outside, established "re-
searchers and professional experts In the
particular area of concern, These panels
review all of the grant applications of the
research programs and make decisions as to
project funding. Subsequently, the National
Advisory Mental Health Council reviews all
decisions made by the panels; thus, researchers
have had considerable decision-making authority
In influencing the direction of research.

However, there have been some changes
noted in portions of the Institute. The MHSV
noted a significant change from their previous
"laissez-faire" attitude; a staff member
estimated that by Fiscal Year 1973, over 90%
of the Branch grants would be "collaborative,"
i.e., selected with Input from Branch staff
as well as from the review panel.

Recently, on an Institute-wide level,
priority topics of the agency have been listed:
topics such as the children's mental health
area, integration of services, etc. Plans
for the letting of contracts for evaluations
administered by the OPPE also were recently
designed to correspond to HIM and HEW-level
operational goals. Some of the problem-
oriented Centers in the Division of Special
Mental Health Programs, e.g., the Center
for Studies of Crime and Delinquency, have
identified critical priority areas for re-
search and program emphases which will be
their major responsibilities. Yet, as one

moves into the less applied research programs,
respondents indicate that the "free enter-
prise system" still exists, with less attention
being paid to defining need domains. As one

respondent from a basic research program said,
' "we don't put any priority on any particular

kind of new knowledge."

One of the major phases of the HMV's
R&D mission has been defined a'. the "evaluation
of needs, gaps, and problems In the 'delivery

of mental health services." Thus, need assess-
ment is considered to be an important Branch
activity and vartou: way'. were cited to get

at user needs. Researchers themselves have
provided input on needs through a number of
means: the peer review panel provides input
on needs; in the children's program area of
the Branch, a "cadre" of NIMH experts In this
area has been formed to provide input on
program needs. Branch staff have made use
of their consultative site visits to mental
health centers, program statistics, and
even initial and continuation grant applica-

OF National Center for Educational
Oommedmiseedon

decision maker community. One informant

outside NCEC noted that the Commissioner has
strong influence in directing needs, and added

that the only Impact his Bureau has had on
the Commissioner was when the Bureau was
asked to cite the states' priorities; these
"priorities" were almost like "fashions" or
"fads." Concern in the Commissioner's Office
for the Bureaus to establish a closer liaison
and feedback relationship to the educational
community has prompted thought In that Office

toward the development of a committee oe
college presidents and knowledgeable people
to discuss OE priorities.

Resource allocation decisions are made
at the Deputy Commissioner level, with the
Deputies being given a ceiling budget for a
five-year plan and the responsibility for
distributing the budget among the programs
under them. They do get some broad external
guidance from the HEW level, the White house,
and Congress, and internal guidance from the
OE philosophy of edUcatjon..

The previously mentioned user need
methodology study may provide the basis for
continuing quantitative needs assessment,
and the development of a need "sensing net-
work." Otherwise, user needs are determined
by proposals that come in, e.g., Targetted
Communication Project proposals; when a
proposer picks a problem area, he has to
prove that It Is a problem and that there
is knowledge to be applied to the problem.

The dissemination representatives in
the state agencies hold meetings at least
three times a year to give feedback to NCEC
on their needs. One of the activities in
the extension agent system is for the
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Maximal DAU System M.A. Divisi..n of R&D Utilisation

other ORD staff maintain informal contact
with program people at the federal level,
this contact has not served as a direct
source of input into R&D planning.

It was generally agreed that suggestions
as to needs from users tended to be pedestrian,
resulting in "laundry lists of needs." More-
over, ORD had to be thinking two to three
years ahead of the here-and-now time frame
of the practitioner. However, it was ad-
mitted that it is pretty much of a "guessing
process" and that ORD probably didn't do a
good job of touching all bases this way,
particularly since many of. the informal con-
tacts and users' inputs are restricted to
users at the federal level.

OPE, in managing the Labor Market Infor-
mation Program, has determined users' needs
through the "wise judgment" of people who
work in the program bureaus. However, there
are plans to develop a more formal design to
elicit users' needs, and this will be pro-
posed as part of the FY727FY75 budget.

-124-

SRS Research Utilisat:..n Branch

The roles of.the various memuers on
these "teams" are being defined for each of
13 stages in this process (including a
"utilization" stage). "R&D Specialists"
in the regional offices are expected to
have input into this planning process and
to participate on relevant "teams." Some
program people-felt there were still diffi-
culties with this system for a variety of
reasons: it was felt by some that the bureaus
do not yet have a logical goal structure;
input of local and state needs is not system-
atized; some felt that need determination
was still politically based to sums extent
since competing demands make ration..) deci-
sions difficult.

RUB has informally attempted to deter-
mine needs and interests of user groups in
various ways. In order to develop a mailing
list to send reports to the staff for their
comments and suggestions, the Branch had
at one time inventoried staff in the Rehabi-
litation Services Administration (RSA) to
find out what research areas they were
interested in. Input on needs is also
obtained from RUB's in-house Advisory Commit-
tee. A major potential source of input on
state and local needs is represented by the
9 RU Specialists.



NINH Mental Health Servicee Development Branch

tions o' centers as sources of need assess-
ment. More formal need assessment efforts
have been undertaken by the Branch through
project funding: a project recently has been
initiated which is designed, in part, to
investicate ways of monitoring needs for
new knowledge and of screening for it; one
phase of another project is designed to
survey the problems of community mental
health centers, a later stage will look at
solutions initiated by other centers. Branch
staff, as well as staff of other research
units, also have the responsibility of keep-
ing abreast of knowledge in their own areas
of expertise in order to identify "gaps" in
the knowledge base; however, this function
has been performed with unequal success
given the indication of lack of time to
keep up with such reading.

Staff interviewed outside of the Branch
indicated that there was more reliance on
researchers in obtaining ideas about specific
research needs. Peer review panels are
common to all of the research Divisions. Con-
ferences were a'common technique cited for
use in the research program of the Division
of Narcotic Addiction and Drug Abuse. To
obtain input about needs from Division
personnel, staff from the Offices solicit need
suggestions from these program people them-
selves. For example, the OPPE solicits in-
put from Division and Regional Office staff
in developing its evaluation contract plans;
solicitation is performed through meetings
as well as through requests for reports from
each Div,sion.-In undertaking the development
of various products, the National Clearing-
house for Mental Health Information in the
Office of Communications also solicits
Division-level need inputs through personal
contacts and meetings.

There is no indication that such need
assessment efforts and their results are
relayed from one part of the Institute to
other parts.

OE National Center for Educational
Communication a

agencies to enter into need assessment and
problem definition activities of the clients
in their assigned target populations. The
agents will work closely with people at the
local level in their areas of needln addi-
tion to helping the local educators define
their needs. The agents will be asked to
summarize the kinds of questions being
asked and the kinds of people asking questions,
and to feed this information back to developers
in the Labs and R&D centers. No such linkage
exists as yet, however.

Within the Division of Communication
Systems of NCEC, one respondent felt that
although it was important to get user need
inputs in developing products and an infor-
mation system for practitioners, they were
not getting this input presently. He didn't
think that they were getting the right kind
of inputs or suggestions that would be helpful
in covering the right kind of literature and
developing the right kind of products and
system. Periodically, at various meetings
and conferences, they get "hints" of sugges-
tions and criticism, but these hints were
felt to come from individuals who do not
represent the locals they are trying to
reach. ERIC staff hope to tie in closely with .

the extension agent system since the input
from the agents on the needs of practitioners
may enable them to develop more relevant plans
of action.

A file partition study in ERIC is being
conducted by the Systems Development Corpora-
tion to evaluat user needs and to develop
alternatives to the present file partitions
so that the fil s can be divided up in a way
that will be more useful to practitioners.
ERIC staff members occasionally make site
visits to some of the local and state infor-
mation centers to find out what some of the
local problems are; however, as the informa-
tion centers are just getting started, people
generally ask what ERIC has that the centers
can use rather than telling the ERIC staff
what they need.

The Educational Reference Center (ERC)
contratted a study on QUERY* users; however,
it was lelt that theft. has been no clear pay-
off flow this study as the contractor did not
supply teults on who uses the system. what
user problems Ale, and how the system can
be Improved. The Educational Materials Center,

*A software program that allows for batch
searching.
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Maxima .:MFU System

2 50 Transmitting User
Needs to Policy
Makers

M.A. Uiviai .0 of HO Utilization

Various ORD and OPE staff prepare papers
and budget documents which Tay be a source of
linkage to policy makers. Letters ate also
sent from ASPER to ORD level people in
order to get informationefrom the staff.
There was some difficulty expressed among
ORO staff in obtaining information about
policy need, and issues of policy-maker,.
ORD staff view OPF and ASPER a addltion41
channels for transmission to policy-makers.
'although such channels have not been for-
mailzed. A staff member of the Division has
been assigned to improve links with OPE, which
could result in clearer transmission of policy
needs.,

-126-

SIC Ressarch Utilization Branch

Although not the direct respopsibilitY
of RUB, bureau needs are'transmitted by
means of the yearly RSO StraIegy to various
policy makers, Including the Office of
the Secretary and the National Advisory
Council for Vocational Rehabilitation.
Through their reactions and recommendations
at the time of these reviews, the agency
also obtains input as to the perceived'needs
of such policy makers.



N:MW Me,:taT Health Serbices Bevelopment Branch

r/

Although no unit in N1MH has`Stlle respon-
sibility for this transmission to policy
makers, there was some evidence that trans-
missions do occur. Two means of transmission
Indicated include the use of informal, In-
house advisory committees, composed of
professionals,from various units in HIMN,
and the use of outside groups of researchers.
An example of the former Is the ad hoc
committee formed in WINN to review the area
of children's mental health. An exampleof

the latter is the case in which a group of
outside researchers was convened about two
years ago to produce a report on the effects
of television violence on children; In this
report, the researchers were directed to
determine What research had been done in
this area as well as what research needed

to be dope. It was reported that individuals
in some of.the Offices, e.g., OPPE, occasional
ly are requested to prepare brief reports to
Congress and other policy makers on research

needs.'

OE Nationui Cap .r. for Educlational4(/
,Nmrriurlioati,;: //

located in the lobby of the OE building, is an
educational library that plares emphasis on
exhibits of DE priorities. A needs assess-
ment study of visitors to the Center has
been contracted to. the Clearinghouse on
Library Science. The contract is desigred
to test user reactions to the displays and to
assess the needs-of the dIsplarvisitors.

In the future, BESE staff will be asking
about needs at the student level (e.g., what
are their problems, their reading levels)
rather than at the level of theschool de-
partment where needs are discussed in terms
of how many new buildings or teachers'are
needed... It is sometimes asserted that the
responsibility for determining user needs
belongs to the stares-: "The only thing we'
do In this regard is to influence the states , .

to define their own needs." Determining
the needs of the states themselves was not
felt to be the Bureau's bUsiness either, but
rather therijob of NCEC since th6y provide
the information in storage systems. -The

respondent felt that NCEC did this needs
assessment by "osmosis" at the present time
In the Division of State Agency Cooperation.
of BESE, user needs are determtned through
the state management r=eview process 4SMN)
"because their client group is so small,
they can assess needs on a person basis; they
come to us, we call, etc."

At the kost general policy level, the
input of needi in planning for NCEC is on
the lines bf building strategies, One

respondent felt that It was, "what kinds of
thIngs are going to'click with HEW planners
and OMB." By attending various meetings,
staff can "sense" whether there is adamant
opposition, apathy, or approval for an idea.

There have been meetings with policy
people to net help on specific programs, and
there is a system whereby priority areas'
are identified. However, it was felt that-
an adequate mechanism for need input to
eolicy makers was lacking. The information
:hat the extension agents will be colledting
was not felt to be.tke *Ind of information on
needs that could be sent to policy makers.

At the Deputy Commissioner's level in
the Bureau of Higher Education, monthly-
meetings are held with the major educational
associations to discuss the problems and
concerns of the participants.



MmrOnal Systam

2.60 Transmitting User
Needs to the 140
Community

The maximal system has
a means of transmitting
neid messages from users to
researchers and developers.

,.J

2.70 Transformation of Need
ario,ities ;n1e, Pro-

. green for .ponsoring
P40

M.A. Division HAD Utilisation

Many ORD research projects are funded
because they lit fairly specific operational
or policy needs of the Manpower Administra-
tion. However, the desires and needs of
prestigious researchers historically have
been a major influence on the direction of
the research program. Nevertheless, by
encouraging face-to-face encounters of
researchers and their various practice and
policy audiences, the ORD staff, promote
the i;ommunIcation of needs as well as solu-
tions. A good example is the "New Manpower
Researchers" conference sponsored by DOL
which enables new researchers to learn the
priorities and needs of the agency.

Within ORD, the Division is only one
contributor to this process, and major
responsibility does not rest with ORD alone.
Rather, th;., transformation appears to occur
et different levels, with the different levels
involved at various points in the process.
At the level of Assistant Secretaries and
Under Secretory of Labor, committee meetings
are held to ideefIfy important flscni issues
fur DOL. ASPER staff are also Involved In
prImIty detnrmlnatIon and Identification of
areas of concern. The transformation itself
appears to be draw at the ORD level. Scan-
ning of proposals for research projects
done by OPER '.tall to evaluate relevance of
proposed protects to manpower priorities and
needs; scanning is also done by ORD end OPE
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SRS Research Utilization Branch

The increase in in-house directed re-.
search specifications with greater use of
RFP's may serve as a vehicle for trans-
mission. Research proposals must also tie
into one of 4he agency's objectives. A

more formal procedure recently initiated is
the annual "Bidder's Conference." Person.
who are Interested in SRS research are not-.
fled of and invited to this conference
where the broad rubric of the annual R&D
Strategy will be presented to those in
attendance. The guidelines for contracts
are also being published in the Congress
Daily Aurnal,

The primary mechanism through which
needs are transformed into programs is the
recently established Operational Planning
System (described in 2.40) whereby bureau
goals and objectives are identified and
matched with needed areas of research
suggested by the "teams." However, in
spite of this mechanism some of the program
people felt that the process has not yet
become "rational"; instead, some viewed
the present system as a political process,
with various programs "lobbying" for the
discretionary "pot" of money.



N'MH Mental aealth .'ervicee Development Branch

One notable mechanism which has been
used by the MHSV to transmit user needs
to researchers has been the heavy invest-
ment of staff time in consultation with
potential grant applicants. The Branch
staff not only have assisted applicants in
the development of proposals, but also have
provided information regarding priority re-
search areas of the Branch. One staff member,
in fact, has conducted in-house studies on the
pri ry decision determinants used by their
revie anel in selecting projects for
funding is of such studies are relayed '
by the Branch staff to potential applicants.

Staff interviewed In other portions of
NIMH also cited the use of consultation to
relay their respective research priorities;
however, the extent to which priorities are
set by inside staff varies, and user needs
in some instances meat% needs established
by other researchers. One respondent in-
dicated that most of the exchange that their
staff has with those outside of NIMH re-
garding the needs of research programs comes
from the researchers, and that the "re-
searchers are the ones who benefit."

The "continuing objectives" of the MNSV'
correspcnd,t9 the program areas which were
deVeloped Osrough .taff planning at the in-
ception of the Branch in 1970. In turn, these
program areas serve as the focal point to
which research is directed and encouraged.
There was some indication that the operation-
alization of need priorities into R60 programs
is not as specific in other research units of
NIMH. Although some units, such as Centers
in the Division of Special Mental Health
Programs, have attempted to define general
priority or program areas around which to
build their research and training efforts,
the transformation from need ppiorities into
programs has not been made explicit.

)E National Center for Educational
Communication

11.

Although no formal means to link up the
needs assessment of the states to other
parts of OE such as NIE were cited, it was
reported that KEG is trying to build feed-
back to NIE based' on need inputs from the
extension agent system. As the extension
agent would first look at the specific
kroblems of the client and then bring the
information to him, it is hoped that this
system will allow for feedback to the R&D
community on the research information that
is received by the client. Additionally.
the Renewal Sites project includes plans to
work closely with NIE on a feedback loop
in its future operations. However, one non-
NCEC respondent felt that with the new
legislation, Congressional intent was to make
sure that OE and N1E don't have a relationship.
Hence, it may be that practitioner-user need
input to researchers via OE will be even more
problematic in the future.

Presently, there is no feedback from
publishers to NCERD and other producers, al-
though the Office of Program Planning and
Evaluation (OPPE) has been requested to fund
a project to look ai comments and feedback
from publishers.

In the Bureau of Higher Education,
program guidelines are sent out on applica-
tions to any potential applicant and, at
that time, the Bureau indicates their priori-
ties. In the Applied Research Branch of
NCERD, little stimulation of research is done
due to lack of funds, and the fact that their
research program is'an unsolicited one.

In the'Management by Objectives (MB0)
procedure, speciliL program objectives are
stated at the beginning el each year and
are put into effect through .in operational
plan; this plan Is then monitored through-
out the year. The<evel of monitoring de-
pends upon the priority of the program with-
in OE and HEW. For example, working with
the disadvantaged is an OE priority; there-
fore, Bureauvrepori their achievements in
this area and these reports are consolidated
at the Commissioner's level`, which in turn
reports to HEW. One non-NCEC respondent felt
that MBO hindered innovativeness in OE, in
that units will set down objectives that they
can meet: "If they developed objectives
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Mdximal DIU System

2'ec Tramsgo-matior Of
weeds ;-tto Proolem
Statements and Re-
searcnable Questions

The maximal system has
a capability of defining
and redefining needs as
solvable problems (diagno-
sis) and of setting achiev-
able objectives for change.

M.A. Pivision RID Utilisation

staff. However, it is not clear how the
various Inputs are coordinated and systematized
in this transformation. There Is probably
room for confusion and error.

Again, major responsibility for this
lies elsewhere in ORD. The staff at the ORD
level develop both one-year plans and longer-
term plans. However, priorities and needs
are operationalized and developed into
specifics in the yearly R&D plan. Those
Divisions responsible for R&D programs with-
in ORD also have some input In operationalizing
the needs. There were difficulties expressed
in-developing the one-year plans in specifics
due to "unknown variables," e.g., timing of
contracts and getting researchers to under-
take the desired projects. Thus, occasionally
the decisions as to final funding are made
on the basis of which proposals have been
developed Into contracts, I.e., on a "first
come, first serve" basis, which may "skew"
the R&D program to some extent.
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SRS Reeearch Utilisation Branch

(Same applies as for 2.70.)



BIM Mental Health Service. Development Branch I OE Hatt....na.! Center for Bducativnal
Communication

Based on the R&D program areas establish-
ed in MOM, staff members have the responsi-
bility of "stimulating" research in their
particular area. However, the influence of
the Branch staff on the development of speci-
fic research problems to be studied is
indirect, involving'collaboration between
the potential researcher, the staff, and
the review panel which makes the final deci-
sion about project design.

that were difficult to achieve and were not
achieved, it would mean the axe." in con-

trast, NCEC staff members felt that the MOO
procedure was both a very effective tool
for planning and a framework for need sensing
Input.

In planning for particular activities,
e.g., what targetted communications. Clearing-
house reviews, or clusters of projects to
sponsor, NCEC draws on policy statements of
OE and HEW. These priorities are supposed to
be based on a "total, national view" of
the problems and issues.

In NCEC, each of the projects that the
various Branches work with has specified
objectives; money is given to a project with
a specific end in mind. The Divisions are
"mission-oriented," so there are vary few
unsolicited projects that they fl.nd. In each

Targetted Communication proposal that Is
funded, there is a requirement that the
researcher must have input from the audience
for which the project Is prepared; this In-
put has to be in the design of the project
to assure that the project will meet the needs
of the audience that the proposer selects.

NCEC has no special process for doing this
apart from its general program planning efforts.
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Function Sot 131
SOLUTION UILDING

Aftrimal DdU Sgatem

The maximal D6U system
leaves most solution build-
ing activities to other
agencies with three excep-
tions:

3.10 It Influences R&D to
be More Relevant to
User Needs

N.A. Division of RdD Utilisation

Before a project is funded, relevancy is
stressed in two ways: I) ORD sends proposals
to various people for review, including
Division staff, other ORD staff and outsiders;
2) increasing use is being made of the Request
for Proposal (RFP) procedure, In which pro-
posed R&D will fit more closely Into opera-
tionalized needs. It was felt that relating
projects to real needs Is a part of the
definition of "good" R&D, and that project
officers generally do "prod" contractors to
do so.

After it is determined that a project
will be funded In ORD, the Division does raise
the questions from the beginning of what are
the potential audiences and the utilization
Possibilities of projects. This is done
primarily through the "buddy system" for a
growing number of projects, with project
officers and sometimes users involved In
determining what the users will want from
the project. Meetings between researchers
and users and staff are encouraged also.
The Division decides when final reports
should be printed in large quantities; since
this may be important to the researchers,
the selectivity of the Division could in-
directly influence R&D.
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SRS Research Utilisation Branch

RUB has developed "Instructions" for
grantees to include utilization requirements
In their research proposals. New forms
developed by RUB are opw in use that require
the researcher to include in his proposal
the idea that there will be an expected
product or products as well as defining
specific users for such products. A form
including RU requirements for continuation
requests has also been instituted. Hereto-
fore RUB'S influence had existed only at
the later.stages of projects, I.e., In re-
port writing, etc. A plan still exists to
have RUB review all bids on RFP's coming
out of ORD, but with the limited number of
staff to carry out this task, this plan has
not yet become operational.

In the larger organization, there has
been a trend toward a more in-house directed
research program, with the agency "calling
the shots." This move has been intended
to make research more relevant to program
needs, particularly since-bureaus are to
be included in the execution of projects
in a number of ways: in defining Issues
and problems that require research; in
developing the guidelines for each project;
In selecting the grantees; with bureau con-
currence required to continue or terminate
a project. There have been complaints that
research information has not been relevant to
the operating procedures of the bureaus.
Originally the bureaus administered their
own research programs.

The Office of the Secretary of HEW has
also moved to make the R&D of SRS more
relevant to user needs. Last year, funds
were withheld for a time on an Individual
project basis because it was felt that re-
search proposals in the overall R&D Stratec%
should fit better Into specific objectives
designated by those In the agency.

The Division of Aging has attempted
to influence the direction of research pro-
duced. This Division has sponsored a pro-
ject in which a manual was developed for
researchers on how to make research more
utilizable. A grant was also given to the
Institute for Community Studies at Kansas
City to conduct workshops and a conference
for researchers In the area of gerontology
with the purpose of "sensitizing" them to
the necessity for utilization of their
research.



HIM Mental Health Services Development Branch

The second phase of the MHSV's R&D
mission includes "the development of appro-
priate solutions through research." Thus
Branch staff members, in consultation with
potential applicants, encourage researchers
to develop proposals that will fit into
Branch (and Division) priorities. Even with
this noted move in the Branch toward "colla-
borative" R&D with heavy Input from staff
in the pre-funding stage, final review' rests
with the outside review panel. However,
staff noted that the review panel has cooper-
ated by reviewing proposals in light of
Branch priorities. In an earlier project
sponsored by the Branch on factors in-
fluencing the success of research, a list
of criteria (e.g., relevance, receptivity
of researcher to consultation, etc.) was
developed by which to judge the potential
of research applications. These criteria
are now used by the review panel in making
funding decisions.

The MHSV has not attempted-to influence
other R&D programs in HIM, although it was
admitted that the monitoring tnet they do
and the input that they obtain could have
some relevance for the other applied re-
search programs. The staff in the other
units cited informal attempts (through con-
sultation, discussions at conferences and
meetings, etc.) to Influence research, al-
though there was some mention of difficulties
in getting researchers to develop proposals
in some areas where there are known needs.
These difficulties may be due to the lack of
researcher interest in the areas and the
lack of "researchability" of the problem.

OE National Canter for Educational
Communication

In NCEC, the project officers are
supposed to provide developmental assistance
to the projects. The close contact with
contractors and grantees in terms of moni-
toring goes beyond insuring the compliance
of projects with the objectives stated in
the grant documents and includes providing
"technical advice" to project directors.
Program work, i.e., the development of new
program areas, was cited as an activity by
several respondents. The stages involved
in this process include discussions with
other Branch staff, program descriptions
and specifications, RFP's for contracts,
outside reviews of proposals, selection of
projects by staff, and negotiations with
proposers to make projects more likely to
be successful.

One of the objectives of the extension
agent system is that as the extension agents
work to install Innovations produced by OE
or OE-funded projects, a feedback loop will
be established between the installing agency
and the producing agency. This mechanism,
if it can be established, should allow the
agents and the retrieval centers to feed
back information about the holes In their
knowledge base.

Although NCEC has no formal Influence
over the bulk of the OE R&D program (until -

1972 in NCERD, now in NIE), some respondents
felt that there was a "close and very pro-
ductive relationship" because of the origins
of NCEC within the Bureau of Research and
the resulting historical ties among the two
staffs.

ERIC and Its Clearinghouses were seen
as having some influence on the research
of OE through their syntheses and reviews
and even through their selection process
for reports to Include in ERIC; however, it
was felt that this influence was over a long
time period. One respondent Felt that NCEC
should not be overinvolved in the research
program (development, setting priorities,
avetuatIon, etc.) because they were experts
In communication and DO, not in the substantive
areas of research. Instead, according lo this
respondent, NCEC should take the products of
research and decide the best way to disseminate
them and which audiences could use the pro-
ducts.
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Maximal Ddil System

3.20 It Influences R&D Oat -

put to be More Dis-
semineble and Usable
by Key Target Groups

M.A. Division of R&D Utilisation

The Division has much influence in this
activity through a number of means. Some-
times Division staff are asked to review
research proposals on the basis of their
"accumulated base of knowledge on Dili." This
is accomplished through the "buddy system"
for a number of projects: the Division staff
make suggestions as to how drafts of reports
should be written, intervene in discussion
of drafts for final reports, and discuss

with project officers what products should
be developed out of the projects as well
as how the products should be disseminated.
A good example of developing a project into
a usable tool can be cited: The University
of Houston wrote a detailed report of its
experiences in developing a Center in the
University to serve community manpower needs;
at the prodding of Division staff, they
distilled the pertinent experiences and
produced "guidelines" for other
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SRS Research Utilisation Branch

RUB has had some Influence on the R&D
output, particularly on that of the rehabili-
tation research program. .This influence has
been largely through the.guidelines they
have developed for final report writing.
Requirements In these guidelines include
Items such as a short summary for each re-
port, distribution to each of the s'tate
agelcies, etc. Presently an RUB staff mem-
ber is heading a Task Force which will re-
vise the Guide in an attempt to develop
requirements for all SRS R&D programs.
There is also RU Input in the development
of continuation requests, since written
instructions require that researchers must
address themselves to RU.



NIMY Mental Health Services Development Branch

The HMV has employed several means to
influence their R&D output to be more usable.
In thei- consultation work with researchers
in the pre-funding stage, Branch staff stress
the Importance of utilizable results, espe-
cially since the Branch has relied heavily
on researchers to participate In D6U acti-
vities. The Branch also has begun to use
D6U supplements for some grants to assure
disseminability of projects.; supplements
are used for such things as-conferences and
"action consultant" services. One other
way to stress to researchers the importance
of such results has been the monitoring
activities conducted by the Branch: upon
completion of each project, the quality of
incoming reports is measured in terms of
cogency, clarity, and usefulness; researchers
are asked' to cite what persons or groups have
begun .icing projeci results as well as how
',any lisseminatioalikhave occurred. Other
-esearch units have expressed Interest in

Bran:h's monitoring techniques, although
it is not known whether these other units
have adopted this method. The criteria used
by the review panel in evaluating proposals
,also include Item which would influence the
utility of projects: innovativeness, coherence.
awareness of the need for dissemination, and
utilization planning.

In other research units within NINH
there was an Indication of varying degrees
of interest In making research usable. In

the Center for Studies of Crime and Delin-
quency. administrative D&U supplements have
hewn used In a few cases to encourage the
10404teht, 1,1 ploodnin us.41110 loN01%. On
Ihn nihot hand, anew 1.1011 WhIlh 11 lllll %no genre
1.4%1. ta%olatth loll !hat Ibis kind of in-
fluanta Konid nut be possible. since pro-
diction nt applicability Is dltfltult in
basic typr.1 of research which are funded.

OE National Center for Educational
Communication

Even in unsolicited research programs
within OE, there are guidelines developed
that researchers must Incorporate Into their
proposals; these guidelines include questions
on the users, the end product, and the signi-
ficance of the project. However, these guide-
lines were not felt to be stressed as much
as they should be and were not specific for
particular research progreee.

One of the stages in the development of
new program areas involves negotiation with
the proposer to make the project more likely
to be successful. Contacts with researchers
may occur on particular projects in terms
of monitoring and reviewing duties. For
example, NCEC staff monitored an Educational
Testing Service (ETS) project that was de-
signed to evaluate products developed by
the Labs and R&D centers and to recommend
which ones would be most effective.

One non-NCEC staff person cited as
the biggest shift in OE the increasing im-
portance of quantification and documentation
(and success) of programs and also an in-
creased importance of program planning (HBO).

The Bureau for the Education of the
Handicapped is planning a contract for the
development of an institution called a
"National Center" which will look at all
products developed under the auspices of
the Bureau. The Center will decide which
products should get a "push."
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Maximal DdU System

3.30 It Conducts R&D on

the DSU Process

N.A. Division of R&D Utilisation

The Division has Initiated various types
of projects: attempts to target communication
for special audiences, E$D to explore new
programs, work on conceptualizing the know-
ledge flow process, (e.g., through conducting
conferences tnvolving outside expert, in
the field), and projects to repackage in-
formation. In general, it appears that more
of the RSD initiated by the Division attempts
to actually improve dissemination and use of
knowledge rather than to investigate the
D6U process itself. Exceptions includelthe
present exploratory case studies, a literature
search on utilization theory being under-
taken in the Manpower Science Servides project,
and the 1966. Glaser study which was intended
to develop's "doctrine" of utilization for
the Manpower Administration..
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SAS Research Utilisation Branch

Most projects sponsored by RUB to
date have been designed to produce pro-
ducts, conferences, or new roles in the
communication network (the RU Specialists).
However, an early study done in 1964 attempted
to investigate methods to facilitate the
utilization of rehabi:iieiion research re-
sults. An evaluation study of the RU Special-
ists is planned which will investigate a
portion of this OSU process. Other pro-
jects have been proposed by RUB which are
designed to improve the process of dissemin-
ation and utilization.



NIMN Mental Health Servicea Development Branoh

About 7% IA of the Branch's funds have
been used for projects on the process of D&U.
Such projects have included studies on how
to bring about program change, how to make
research more utilizable, and how practitioners
utilize information. These projects have
had effects on the operation of the Branch.
For example, the criteria used by the review
panel were developed in a Branch funded pro-
ject. The behavioral change model which the
Branch Chief has recently adopted for use
came from earlier work sponsored by the
Branch. Projects underway now are designed
to enhance the Branch's R&D mission. One
project begun recently Includes several
phases which will test various products and
techniques to improve DSU activities and will
have a training phase in which Branch staff
will develop consultation skills for pro-
moting change. The projects which are
designed to produce "products" usually are
funded by contract money or by administra-
tive supplements. There has been some diffi-
culty, however, in obtaining funds for re-
search on the OSU process as well as for
D6U projects. Instead, most of the Branch's
funds are used for research on substantive
areas, e.g., new services to schizophrenics.
,Reasons 'or this allocation include the
fact the: research on service problems is
more likely to have visible impatt and the
desire for immediacy of returns on the part
of those who make funding decisions.

A few evaluation contracts have been
directed to look at portions of the D6U
process. A contract administered jointly
by the OPPE and the Division of Extramural
Research is designed to trace the applica-
tions of basic research findings over a 30
year period. It is hoped that this tracer
study will provide some insight into the
process of "bridging the gap" between basic
and applied research efforts, Although
the Office of Communications contains some
experts in the area of communication and
information science, no research on communi-
cation has been sponsored by this unit. How-
ever, the Clearinghouse In this Office is
considering the possibility of funding this
type of "process" research beyond the pro-
ducts they are having developed presently.

OE National Center for Educational
Communication

Applied R&D in the area of D&U is one
of the five specified objectives of NCEC.
NCEC both produces'and uses research on D6U
In developing their own programs. To sUrvey
the D&U knowledge base, they have used ERIC,
the ERC DIALOG system, consultants, ideas
derived from research, commissioned studies,
etc. There are about 120 drzuments in the
ERIC file that relate directly to the con-
cept of linkage in DSU programs or on exten-
sion agents. Much of this material has
bean generated from NCEC-sponsored projects.

Within NCEC, support of applied R&D in
the field of dissemination is thedesignated
mission of the Extension Support Branch.
Research on communication methods Is de-
signed to find out "what goes on out there"
regarding innovation and adoption and to
improve dissemination practices. Examples
of activities of this type include a study
in which types of federally-produced voca-
tional education "packages" are compared
for possible dissemination to school systems,.
a project which deals with some review and
reconceptualization of dissemination, and
a project that is viewing innovations from
the superintendent's point of view (in a
sense, this latter project will test the
linkage model and other models).
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Function Set 04:
SOLUTION PROCESSING

Maximal NU System

4.10 Knowledge Transforma-
tions

The raw R&D product is
simply unpalatable for most
users. It is too long and
wordy. filled with statis-
tics, written in the spec-
iaiized language of the
researcher's field, and
often addressed to the con-
cerns of other researchers.
The maximal 06U system can
take the raw product and
transform it in innumerable
ways., condensing, repacka-
ing, simplifying, summaria-
I g, combining and so forth.
To some extent, reaching
dif rent audiences requires
diff ent types of trans-
format on.

An .Important type of

transformation is the trans-
fer of a message from one
medium to another. In the

maximal D6U system, messages
are constantly'being trans-
ferred from writing to
speaking (via reading) and
from speaking to writing
(via documentation and tran-
scribing). Most successful
transfers from source 'to
user are, in fact, trans-
formations as well as trans-
missions because in the pro-
cess of listening, readins',
remembering, and incorpor-
ating new knowledge into
his behavior, the user in-
evitably makes changes in
what he receives, adding
from his own experience,
from gtlter things read or
heard, simplifying, level-
ling, sharpening, etc.

More specifically, the
maximal 06U system must be
able to make the following
types of transformations:

N.A. Division of RAD Utitismtion

Much of the energy of the Division's
staff goes Into transformation activities of
one sort or another and it Is probably. in this
area that the agency is strongest. Much of
the transformation work is carried on within'
the agencyoather than being contracted to
outside sOiclalists. -

A
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Research Utilisation Branch

RUB has done much to transform R&D re-
ports Into readable and usable products
although the philosophy of the Branch Chief
has been that some of these efforts should
be the responsibility of researchers, R&D
Centers, and Research Institutes themselves.
RUB's Ideal role would be more that of a
catalyst for transformations rather than a
transformer.



NIMW Mental Health Services Development Branch

The MHSV has not concentrated its re-
sources in this area of activities.* Tradi-

tionally, the Branch has operated under the
assumption that researchers should be the
primary sroponents of D&U activities and
the Bran:h has encouraged researchers in
this area. One of the reasons for this
assumption has been the lack of resources
for this type of activity: only a small con-
tract budget is available to have products
developed. Hence, there Is a trade-off in
grant allocations between research on sub-
stantive problems and research to improve

DbU actiiities.

Oth.tr research units within NIMH have
cited similar problems in funding various
transformation activities, with:the same
type of rade-off in existence. As one out-
side respondent stated, "There's a lot of
lip sery ce paid to 0$1.1, but when it comes
down to doing it, people. aren't willing to
pay for t."

The exception, however, is in the Offices,
where bo-.h staff time and contracted work
to outsiders are heavily invested in the
area of transformations. The Clearinghouse
in the Office of.lommunications, for example,
has devoted most of its efforts to packaging

and dissemination activities.

7-17e7iew WrIV magazine, innovstion%, has been
designed 4% a transformation device; however,
it was not produced until several months
following the data - gathering for this case
study. A second magazine. Evaluation, has
a similar purpose; It is being
through grant funds.

OE National Center for Educational
Cromsunication

The Dissemination.Programs Branch of
HLEC is concerned with the use of various
media: printed materials, traveling"exhi-
bits that take Information to people, and
special kinds of workshops that focus on
finding things out about innovations and
better practices. One respondent said that
in "pushing" educational Innovations or
products, they fund demonstrations, develop
products, and train people to use products.
In the Clearinghouses, ERIC has taken some
measures to dictate the kindS of products
to be produced; for example, the Clearinghouses
have been instructed to decrease the number
of bibliographies produced and to increase
the number of other products. The Copyright
Program of OE is unique to that agency in
that no other federal agency has as compre-
hensive or as centralized a program. This
uniqueness was attributed to the fact that
OE supports the development of materials
for a mass market In which a particular item
might sell for $1000 or more.
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.4.11 Production of Basic
Written Material

, The most fundamental
sort of transformation of
concern to a DSU system is
the transformation of raw
data and experience into
written products,.e.g., re-
search reports, case studies,
histories, documentations,
etc. The maximal D&U sys-
tem should be able to take
much of this for granted as
"Input" to its operations,
but it also has to have the
capability of retrieving
and documenting important
events such as demonstra-
tions, conferences,' and
development project histor-
ies. The maximal D&U system

. should also have the cape-
bility of documenting its
own history and its own
activities.

4.12 Summarizing (including
AbrIdgIng,AbstractIng,
Annotating)

Summaries generally add
greatly to the utility of
documents for any audience.
They key readers to impor-
tant contents; they make the
task of synthesis easier and
they reduce the input load
of busy users for whom all
contents are not necessary
or relevant. Summaries are
normally far easier to trans-

.. elli and to remember than
total contents.

M.A. Division of RID Utilization

Most research sponsored by ORD is con-
tracted to outside researchers. Some ORD
staff, particularly In the Research Division,
are responsible for doing research from
secondary sources, although ORD does not
have the resources to undertake original
research. Reports are required from all con-
tracts and grants.

The Division's various activities were
at one time documented by an in-house his-
torian, but this practice has lapsed. In-
formal memoranda on the Utilization Division's
activities and plans are still prepared from
time to time, and the earlier practice is
being re-established.

The Division routinely summarizes or
contracts for summaries of all contract and
grant reports. A significant amount of this
is done in-house (e.g., the R&D Summaries
and the annual projects book), some of the
rest by authors, and some by contractors
(e.g., Brookings contract for the WIN
Conference). It appeared that management
of this abstracting operation could be
contracted to free up more Internal staff
time for other matters.

Abstracts of reports ere generally of
a standard depth suitable for NTIS listing;
all research reports ere required to con-
tain not.only summaries but also conclusions'
and recommendations,
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The Division of intramural Research in
ORD has had the capability of doing in-
house research, partiCularly in the area
of social. welfare. However, decrease in
staff size has limited such research activity,
with present emphasis on monitoring contracts
to outsiders. Final reports, and in some
cases progress reports, are required of all
the R&D programs in ORD, although specifi-
cations vary. RUB itself is responsible
for obtaining final reports of the rehabili-
tation research'program, and this task re-
quires almost full time attention by the
Research Administrative,Assistant.

RUB.4 activities and development have
been well documented and updated by one
of the staff members, whoSe skills In docu-
gentation have been useful not only to
insiders but also to those not so familiar
41th their activities.

RUB is monitoring a contract which is ,

designed to abstract and index all final
reports completed up to the present--over
1.735 abstracts have been completed to
date. Summaries of standard, length are
produced which are appropriate for NTIS
listing, as well as 1,000 word summaries
and 200 word abstradts which will go into
the computerized information system being
developed. Also, final-reports are re-.
quired to include a page of significant

findings, an abstract, and an R&D Brief.
The SRS Research volume produced
contains an annotated list of all.pro-
jects, both completed and on-going, spon-
sored by SRS. This volume will be updated

annually.
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4b4.-

MHSV, aside from documenting and moni-
toring the use of its research projects,
has various other means of recording and
monitoring its activities. Staff have
been encouraged to keep logs of contacts,
requests, etc., as well as documenting site
visits to centers, although the latter acti-
vity has met with unequal success since
this documentation takes time. The Branch
has adopted a goal attainment scaling techni-
que (developed in one of their projects for
local centers) by which to assess the Branch's
actual progress toward its objectives as

.,. compared to expected (or average) progress
and above average progress. Some of the
Branch's projects have been designed to
document,','what's going on in the field" in
mental health centers and in other types of
mental health services, and this informa-
tion will. become a part of their knowledge
base.

NIMH has various research units involved
in intramural research. The whole Division
of intramural Research conducts In-house
research In laboratory and clinical settings.
The Division of-MH Service Programs itself
has a Branch, called the Mental Health Study
Center, which conducts In-house research on
mental health services.

Requirements ,for final reports vary
across research programs in NIMH, ranging

, from the final progress reports required In
parts of the Division of Extramural Research
to the requirements of the MHSV which in-
clude a final repord plus a summary and
report .of use of project results.

Most of this activity is contracted out
by two of the Offices, and the summaries
produced are not necessarily limited to
those of research produced by NIMH. The

National Clearinghouse for Mental Health .

Information (hereafter called the Clearing-
house) lnthe Office of Communications Is
monitoring contracts for the abstracting ofd
articles from 526 "high yield" journals pro-
duced In various countries as well as from
2600 journals of "lower yield." In addition,

books, monographs, technical. reports, work-
shop and conference proceedings, an symposia

are abstracted under contract. Such abstracts

are stored in their computerized informa- .

tion system. The output of the Clearing-

71 4

OE National Center for Educational
Communication

Information in ERIC is primarily RED
based, although recently some innovative
practices and programs have also been in-
cluded.cluded. The information-is derived from
the fugitive literature searches of the
ClearinghouSes, the screening of 600 plus
major education journals (Current Index to
Journals in Education, CIJE), plus reports
from various OE divisions and other agencies,
including all research reports. They also
monitor the collection of the National
Technical Information Service (MS). li

was felt that the ERIC files did not include
the practice-oriented literature (research
or otherwise) developed at the local level,
nor Is there complete coverage of state-
developed materials; However, action is under-
way to increase these types of materials,
e.g., a project to collect "promising educa-
tional practices." There was uncertainty'
expressed as to how much of the relevant
information from other programs in OE was
actually being sent to ERIC and then put
into the system. Although they do have
agreements with people In other programs,
the organizations and people change, some
Programs in OE have copyright authority,
and they are not certain of All the OE
programs as they change rapidly. Other
gaps cited in ERIC coverage include the
areas of the arts, music, and humanities.
Different reasons were cited for gaps in
ERIC coverage of all sources: one NCEC
respondent felt that the problem'was not one
of "philosophy," but a shortage of staff
to arrange for input into ERIC and to moni-
tor whether they are getting adequate input;
another staff member felt that definitive
policy was lacking.

ERIC administers the Clearinghouse
contracts (19) and about six other con-
tracts which deal with collecting, select-
ing, cataloguing, and indexing of information
to be put into their information system.
The documents selected are indexed and ab-
stracted by the Clearinghouse according to
a closed vocabular controlled language.
For each selected document, the Clearinghouses
prepare a 200 word abstract. The knowledge
base includes journals (CIJE) as well as
reports.

o
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Therefore, the maximal
(MU system summarizes or is
able to require further
summarization of all doau-
ments,and to provide summar-
ies of varying depths for
the same document.

k

4.13 Collection and sta:
thesis

Another Important type
of transfurmation for all -

audiences 1% the gathering
And reviewing of a number
of stydies from the know-
ledge bilse. phis becomes
more and more eruciel, as the
volume of research reports
and the size of the know-
ledge base increae. The
maximal DSU systoim is able
to call upon skit* writers
and synthesliers to put
together review papers and
books on various topics as
well as on the entire nub-

ject domain of the agency. NI

These synthetic reviews
are a prime Imoortanceto
the researcher and
lesser extent tne ,olicy
maker, but they'are also an
important intermediate
step to the more s cialized
transformations scribed
below and ey orm an im-
portant cess link to the
reswerc document basp es
a whol

Oa.

M.A. Divieion of RBD Utilization

From time to time attemptsiare made to
compile compendia, reviews, and,syntheses
of a number of studies. .A major effort of
this sort was "Operation Retrieval"* which
analyzed reports and reqp.rds from 55 ES()
projects in the youth flWid. Eight scholars
(one of whom is a division chief in ORD)
developed eight summary pApers published'as
one compendium, Breakthrough for Disadvantaged
Yoyth. This product Is genera'fly viewed as
one of the "successes" of the Offices, but
there is no -regular pattern or routine for
the, production of similar reviews In other
areas., It should be noted that Breakthrough
is not a true synthesis of loowledge on a
manpower topic because it restricts Itself
toESO projects and Ignores the larger know-
ledge,eaSe on manpower generated by research'
projects/rum ORD or elsewhere. Other
examples of stntheses of In-house R&D subject
areas include terman's Job Development for
the Hard to Employ, a synthesis based on ESD
projects in the areas of older workers, and
a synthesis on Industrial Opportunity Centers:

-*This project was begun before the formation
in'1966 of a utilization unit in the Manpower
Administration. Publication date was 1969.
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RUB has, from timerto time, funded
projects for reviews of the literature la
specific areas..., _Major efforts of this type
are undertaken by the RRI's in social wel-
fare institutes which are established
around core areas of concern. These URitS
,have responsibilities for collection and°
syntheSis of data on a continual basis;
some produce up tp ten syntheses a year.
Such reviews are then distributed in wino-
graph farm to about 4,500 users. The,
Regional ilehabilitatitio Research institute
(RRRi) at the University of Florida has
been ftinded to develop a series of mono-
graphs which review areas of rehabilitation
"R&D. Two state-of-the-art reviews are
underway In the areas of,rubella and.psychia-
tric rehabilitation. The coverage of re- '
search areas Is by no means complete,,and
there Is still a need for an annual review
covering the other research program areas.,.

The Reseatch Analysis and Utilization
Branch (RAUB) originally performed the
in- ouse function of reviewing and collating'
research on social welfare. RAUB did not
restrict itsOf to-that research produced
by SRS-and used other available, depositories

'``

to expand their coverage.-



NIMN Mental Health Services Development Branch

house includes not only computer print-outs
of citations and abstracts in response to
individual requests, but also numerous publi-
cations: ' 1) abstract journals published
periodically Include Psychopharmacology
Abstracts and Crime and Detinquency Abstracts;
2 the Schizophrenia Bulletin is published
periodically; 3) the Mental Health Digest
includes sublmaries of various works. Special-

ized one-time bibliographies (sometimes
annotated) also are produced through the
Clearinghouse by contract. Such products,
including the periodicals, are often done in
conjunction with the relevant Divisions and
sometimes with staff from other agencies.
For example, a contract for the production
of a bibliography and abstracts on the Treat-
ment of Alcoholism is underway and is blwrwi
monitored collaboratively between the Clear-
inghouse and the Division of Alcohol Abuse
and Alcoholism.

The Program Analysis Branch of O_PPE has
a contract to abstract all project reports
produced through evaluation contracts. The
MFISV requires that researchers produce sum-
maries of project results, and these sum-
maries are ,also placed in the Clearing-
house information system.

The MHSV has sponsored a few contracts
designed to produce state-of-the-art papers
around particular program areas that they have
emphasized. For example, a contract that
was recently completed produced a compendium
on children's services in which the literature
was reviewed over the last three years. Branch
staff membei-s a,re encouraged to keep up with
the latest developments in their particular
program area and occasionally, staff will
develop state-of-the-art reviews in their
area off expertise or have these done by con-

s. erect.

However, collection and synthesis acti-
vities are common among other research units in
NIMH as well as in the Offices. The Center
for Studies of Crime and Delinquency has con-
tracted CO have eleven monographs done which
review the literature around special areas of
concern; yet one of the problems cited was
the small amount of contract money avail-
able for this kind of product. Even in the
more basic research areas, e.g., portions of
the Division of Extramural Research, confer-
ences and other workshops have been funded
to provide a forum for integration and syn-
thesis of research.

OE National Center for Educuti,nal
Communication

In their given areas, the ERIC Clear-
inghouses produce reviews, apalyses and
syntheses, monographs, biblaographies, and
brochures. The Clearinghouses also use
their files of requests to develop their
own products, e.g., bibliographies based
on the most requested information. Al-

though some Clearinghouses publish their
own material, many have developed arrange-
ments with others to print the products
free of charge. Other groups, including
other federal agencies, have made arrange-
ments with the Clearinghouses to acquire,
select, and index specific subject areas
for them related to education. They have
had approximately $1.1 million i sub-

contracts and grants this year.

Considered to be at a "higher level"
than the bibliographies, syntheses or
state-of-the-art reviews also are created
by the Clearinghouses. NCEC takes bids
and issues RFP's for literature syntheses
in certain problem areas and has funded
several reviews, e.g., Havelock's PLANNING
FOR INNOVATION, a comprehensive review of
literature on dissemination and utilization.
However, one respondent felt that In the
past even these reviews have been oriented
toward researchers. Crowell, Collier, and
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based on 18 E&D projects. However, the
National Manpower Policy Task Force (NMPTF),
under contract with ORD,.has produced
syntheses that extend beyond products of
ORD. e.g., a recent survey done on studies
available regarding status of women In work.
A major purpose of the Task Force is to assess
research In key areas and prepare reports
on what is known and what more needs to be
known.

The Division is also sponsoring con-
tracts for the development of three
"state-of-the-art" papers In the areas of
assessment instruments, corrections, and
worker attitudes.

The Manpower Report of the President
(an ORD product) is close to being an annual
compendium of manpower knowledge but does
note usually attempt to review the research
and development literature systematically
(although this was done for the year 1969).
There Is still a clear place for an annual
review of manpower research or research on
specific manpower topics, although the
syntheses of the NMPTF partially fulfill
this function.
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In the Program Analysis and Evaluation
Branch of OPPE, several "science writers"
are paid to develop syntheses and reviews of
specific research areas supported by NIMH;
output includes such reviews as Sleep and
Dreams, Urban Mental Health, Biological
INTOGs, and Rural Mental Health. This

Branch Is also ,responsible for an annual
Program Report., produced over the last five
years, which reviews major MINH programmatic
efforts Including both research and service
programs sponsored by NIMH. However, even
with this effort, some staff members felt
that more major reviews were necessary for
adequate coverage of all of -the areas
supported by NIMH.

The Clearinghouse in the Office of
Communications has contracted to have
state-of-the art reviews produced which
encompass more than Just the research spon-
sored by NIMH. Some difficulties were cited,
however, in developing good reviews, as there
is always the possibility that the reviews
will turn into a "series of abstracts joined

together." Occasionally, staff in the
Director's Office also are called upon to
develop reviews of problem areas when the
problem doesn't fit neatly Into any one
Division's research boundaries. For example,
a review was requested by the White House on
what was known about the behavioral conse-
quences of home property ownership among those
who have had little property, and the request
was turned over to the Director's staff. The
review that was produced was developed by
bringing In a group of researchers who were
knowledgeable in this area.

OE National Center for EducatLonal
Communication

McMillan, In cooperation with NCEC, has
created numerous "spin-off" products such
as the Cumulative Current index to Journals
In Education for 1966-1969 (another volume Is
being produced for 1969-1971), a biblio-
graphy on reading, the publication of the
ERfC-produced bibliography for the Presi-
dent's Commission on Finance, and a Cumulative
Index to ERIC. A separate cumulative index
to ERIC was also done by Prentice-Hall.

There is a project in NCEC for setting
up a program to collect information about
promising educational practices on a national
basis In collaboration with state agencies.
Working through the dissemination represen-
tatives, staff and an outside contractor
have put together a format for acquiring
Information. "Awareness Level" bulletins
are put out by NCEC on such things as
other models or selected projects (e.g.,
bulletins for some Right-to-Read projects
which were done with Title I funds).

The Educational Materials Center staff
of NCEC have developed bibliographies which
they send, free of charge, to people on their
mailing lists. The bibliographies are de-
veloped around areas of concern in OE and
are not based on research reports, but rather
are designed to tabulate an index and annota-
tion of textbooks for elementary schools,
juvenile literature, etc. The Center has
tried to build up its system of exhibits
which document exemplary programs. They

have been requested by the Office of Public
Affairs (OPA) to distribute two of their
booklets of a general nature on career
education and environmental education.

Yearly, the Bureau of Higher Education
contracts a series of people to develop a
publication on trends in post-secondary
education. However, these state-of-the-art
reviews have been done as a legislative re-
quirement and are the only type of publica-
tion produced. Bureau staff try to utilize
ERIC materials whenever possible.

Some things that ERIC used to do and
that are missed were noted by one OE respon-
dent outside NCEC, for example: when the
monthly ERIC abstracts series Research in
Education (RIE) was started, each issue con-
ta ned a back section listing research
projects started in the month. The input
for this section was derived from an internal
document, Current Project Index (CPI) and
was no longer available when CPI was dis-
continued. In another such Instance cited,
Manpower Research, an inventory covering
research sponsored by a number of agencies,
was published and paid for by ERIC although
it was a joint effort of the agencies. How-
ever, when OE "got tight on money, no one
else paid for it, and It fell apart."
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4.14 Tailoring

The maximal D&U system
is capable of tailoring
important research products
for its most salient aud-
iences. Such activities as
editing, rewriting (in the
language of the receiver),
reorganizing and reproducing
may all be part of this pro-
cess. Manuals, handbooks,
and cook books based on re-
search, but formatted and
composed to be of direct
utility to persons In
various roles, fail into
this category. The maximal
D&U system has at least one
annually updated manual for
each of its prime user
groups (excepting perhaps
researchers).

N.A. Division of RdD Utilisation

The Division is currently very concerned
about packaging, tailoring and targetting
R&D findings to specific audiences.

a) For policy makers: the ORD director,
as well as some staff in OPE, is partic-
ularly attuned to findings that might
have implications at higher levels.
Memos and policy statements are typical
vehicles for such communication. Issue

papers and other papers developed from
research and other program information
are sometimes developed by staff in
OPE and in the Research Division of
ORD. Recently the Assistant Secretary
for Planning, Evaluation, and Research
(ASPER) initiated a compendium of
"Advance Research Briefs"; these are
summaries targetted for policy relevance
submitted to the Under Secretary.
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The RUB presently spends much of its
time in tailoring and targetting R&D find-
ings to various audiences:

a) For policy makers: RUB has produced
several In-house documents which have
relevance for policy makers. There is

an on-going grant to produce a Handbook
of Selected SRS RSO Products whit' iroiri
highlight those projects with special
implications for policy makers and
other audiences, and will be distributed
to various levels. Other in-house acti-
vities, such as preparing support
material for budget testimony and pre-
paring the RUB portion of the RED
Strategy, also constitute policy-
oriented tailoring. In developing

such papers, RUB has scanned a broader
universe of research than that produced
within SRS particularly in the area of

Dill. Recently, a 20 minute slide and
tape presentation has been prepared
for administrators within SRS and at
other levels of government which
describes the activities and mission
of the RUB.

Welfare in Review, a monthly
journal which was produced by the
Division of intramural Research, con-
tained research related articles; it
was identified as reaching a small
but important group of policy makers.
However, this journal has been ter-
mlnated and will be replaced by an
SRS Journal called Human Needs. It
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As evident in Section 4.13, numerous
products have been developed in different
Divisions and Offices which may have relevance.
for a number of different audiences. Yet
many of these products appear to be organized
around specific research or problem areas
and not necessarily for specific user groups,
although such products as reviews, abstracts,
and bibliographies have evident benefits
for researchers. However, there have been some
products and other efforts designed with speci-
fic users in mind:

a) For policy makers: Staff in various
research units of N1NH are occasionally
called upon to prepare special reports
in their particular area of expertise,
quick analyses, and budget testimony,
etc., to be relayed to policy makers.
It was noted that NHSV staff can spend
up to one-third of their time in
answering such requests, and the Branch
Chief, In particular, has been called
upon to prepare special reports on 116L1
and their mission of R&D. However,
some units spend a majority of their
efforts in relaying information to
policy makers. Results of the evaluation
contracts administered by OPPE are re-
layed to a select group of policy makers
at various levels by means of a written
report along with an "executive summary"
and face sheet which highlight the
evaluation results. One of the major
responsibilities of the staff of the
Director of NIMH and those in OPPE has
been to respond to requests for reports.

OR National Center for Elloati.mo:
Communiratior

Although it was felt that the field of
education needs people who are able to glean
the existing knowledge and Its implications,
e.g., state-of-the-art reviews, most people
who attempt to do so were not considered to
be the most capable, and the best minds in
the field would be hard to buy. As it is
difficult to get researchers to use the
knowledge base that is available and to build
on it, one respondent outside of NCEC has
been thinking of giving researchers funded

through his Branch about 55000 extra at the
start of the project to require more sophis-
ticated reviews before the proposals are
accepted.

Although the client base of NCEC is
intended to include the "entire spectrum of
education," :hey provide various forms of
information to different audiences. Both
ERIC and ERC are used as tools to develop
a general awareness of the area of 0&U.

a) For policy makers: An effort is

made to see that the poeple in levels
above NCEC get copies of the service
information and products NCEC is de-
livering, e.g., keeping PREP kits
visible, feeding In new packets of
information and new sets of exemplary
programs. ERC's primary function is
to act as a resource for OE and HEW
staff in terms of reference work,
searches, bibliographic materials,
and other information services. A
major effort of ERC is use of the
DIALOG retrieval system to give rapid
and complete access to the entire ERIC
files in response to questions put in
by policy makers.
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b) For professional practitioners: a

"Manpower Research Visibility" column
is prepared for the American Vocational
Journal under contract. The American
Bar Association (ABA) has been contracted
by the Division to develop a newsletter
aimed at a carefully selected mailing
list of about 3,000 (mostly lawyers,

state legislators, and others involved
in criminal justice); it will report
ORD work dealing with employment barriers
to offenders. ABA will also develop
workshops of professional groups who are
able to take action, and will repackage
elements of an earlier ORD product.

Various Division staff members pre-
pare materials, speeches, magazine
articles, and displays for conventions,
all of which could be viewed as tailoring
for professionals. The Division has also
encouraged project staff to appear at
national conferences to report on their
findings. The Manpower Magazine, developed
by the MA Information Uttice, can also
be seen as a semi - tailored communication
tool; ORO projects supply about 1/3 of
the contents.

Under contract with the Division,
multi-disciplinary teams of graduate
students at the University of Arizona
are working under expert guidance to
translate, package, synthesize, and
tailor research projects (including
dissertations) for use by specific

audiences.

Through the "buddy system" or
through their own contacts, the Division
continually pushes for tailoring to
specific audiences and usually these
audiences are practitioners in Employ-
ment Services. Rewriting, translating,
and special formatting of various docu-
ments are common tailoring procedures
in the written medium. For example,

staff took the products of two evalua-
tion studies and eight Ei.D reports on
household workers and, with the Office
of Education, the Women's Bureau in
DOL, and the American Home Economics
Association, prepared a package for
broad distribution through all these

agencies. Conferences which bring
together R&D project directors and
operating program people are also a
common device and can be seen as
"tailoring" in the oral medium.

SRS Research Utilisation Branch

was not certain whether this journal
would be tailored so as to have partic-
ular relevance for policy Makers. The
new journal may be directed to a more
general audience Including practitioners.

b) For professional practitioners: The
R&D Brief Series, designed specifically
for this group, has a wide coverage
which is expanding over time. The

Briefs are two-page summaries of
selected projects and spell out impli-
cations for these users. SRS Research,
the annotated listing, is also sent
to a large number of practitioners.
In-house experimental efforts have re-
cently been initiated to develop a
series of audio-visual Briefs of pro-
jects discussed in the written Briefs.

All the Regional Rehabilitation
Research Institutes are funded to pro-
vide consultation to state Departments
of Vocational Rehabilitation and to
develop series of monographs on speci-
fic treatment areas in rehabilitation.
The University of Wisconsin Regional
Rehabilitation Research institute has
been funded by RUB to experiment with
a consultative project adapted from
the "Visiting Psychologist" program
of the American Psychological Associa-
tion. Although there is other material
prOduced for practitioners on a decen-
tralized basis, e.g., monographs, the
scope of these activities is not certain.

The journals produced within SRS,
i.e., Aging, Rehabilitation Record, may
also provrae useful information, and
the extent of coverage is good. Staff

members of RUB have themselves contri-
buted articles to these journals on
the utilization process and also.on
selected subjects pertaining to rehabi-
litation and social welfare research.

The Division of Aging, in conjunc-
tion with the Administration on Aging,
distributes a series of Administrative
Pagers to practitioners in the field of

aging. These Papers are produced by
the grantees soon after project comple-
tion and contain either summaries or
portions of the reports that. have
particular relevance to the audience

at hand. They are not edited by ADA.
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b) For professional practitioners: The
MHSV is currently developing a magazine,
Innovations, which will be directed to '

practitioners both in mental health
centers and in other mental health fact-
lit es. This magazine will include major
articles, written under contract, on
NIMH programs and other innovative pro-
grams; it also will address problems that
people may have in the field, as well as
provide solutions to these problems
based on research, Innovative programs,
and reviews of the literature. An

occasional pamphlet has been developed
by Branch staff for specific groups
within the centers, e.g., a pamphlet
on Indian mental health intended to
reach both professionals and consumers.

Although much of the effort of the
Clearinghouse in the past has been
devoted to researchers, they recently
have developed a journal, including con-
densations of abstracts and articles,
which has been of interest to practi-
tioners. The Center for Studies of
Narcotic Addiction and Drug Abuse, in
conjunction with the Clearinghouse for
Druy Abuse Information, has produced
various products such as films and
educational materials for practitioners
or "caretaker" groups.

However, many efforts within N1MH
are still directed to the research
audience. For example, many of the
symposia and conferences supported by
the above-named Center and the Division
of Extramural Research are designed
specifically to disseminate Information
to researchers.

JE Nati.mal *1.
Communioafioi

b) For professional practitioners: Tar-
getted Communications, an annual program
area of NCEC, are contracts which pro-
duce summaries of what is currently
known about certain problem areas based
on an examination of the literature,
best practices, etc. One of the pro-
ducts of each Targetted Communication
contract is a Putting Research into
Educational Practice (PREP) report.
This monthly report contains interpretive
information about particular problems,
e.g., examination of use of parapro-
fessionals in schools. In addition to
the PREP reports, other dissemination
efforts are used in the Targetted
Communication contracts. A second phase
which emphasizes interpersonal communi-
cation applies the same knowledge used
in PREP at conferences and/or training
sessions through film or audio presen-
tations. A few of these "Phase II"
contracts have been funded and NCEC
hopes to be able to fund more of them.

ERC uses many sources to perform
their reference function: computer
terminal operation, PREP kits plus a
list of all PREP kits, Clearinghouse
products developed over the last year
plus a list of all past Clearinghouse
products in one volume, copies of Model
Programs developed by other Divisions,
current copies of RIE and CIJE, and
certain directories.
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4.15 Interpretation

The most important and
most difficult type of trans-
formation is the interpreta-
tion, i.e., transforming R&D
into a plan of action for
users. Even the most well-
written report usually does
not speak for itself, and
receivers will often dismiss
good research reports with
a shrug and a "so what"
simply because no one has
bothered to spell out Impli-
cations, to indicate what
action steps might be taken,
.what policies changed, etc.
This kind of activity takes
much thought and skill, more-
over it probably must also be
targetted to particular users
in particular circumstances.
Probably most interpretation
activity has to take place
in a situation of face-to-
face spoken exchange and
dialogue between researchers
and users.

The maximal O&U system
invests heavily in interpre-
tation activities, both
spoken and written, and it
requires all of its it60
grantees and contractors to
Involve themselves and con-
cern themselves with utiliza-
tion issues.

M.A. Division of R&D Utilization

c) For general public: press releases
were cited as a form of Information
tailored for the general public. How-

ever, this group is not seen as a client
within the scope of the Division's acti-
vities, and so most tailoring is directed
to other groups.

The Division has in the recent past
extended itself further and further into
the interpretation task to aid the user and
in some sense do his Job for him. Some of
these efforts appear to be done in-house but
the more ambitious efforts are done under
contract. One example of the former is a
very excellent brochure entitled "Orientation,
Counselling, and Assessment in Manpower
Programs," a 19 page pamphlet written in a
lucid style which takes the reader by the
hand and leads him through the basics. it

also keys the reader to other resource
materials.

One example of the latter Is Gordon and
Erfurt's recently published manual on job
coaching,* very carefully and thoughtfully
written to fit the real situations that the
job counselor facesTr-Itrying to place job
seekers. The manual would appear to be the
type of document that can fill a significant
knowledge gap.between research and practitioner.
More documents of this type probably could be
produced to fit the day-to-day needs of
manpower professionals in various roles,
assuming, of course, that there is sufficient
research in given areas to make such inter-
pretive works, reasonably valid. One problem
is the availability of goodwriters who both
know the research and have a good feel for
the practice situations. Through Dr. Jesse
Gordon's Manpower Science Services, Inc. In

*This is one of three coaching manuals
developed by various contractors.
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c) There has been some effort expended
by RUB to reach the general public, -
although it has not been the focus of
their activity. For this audience,
RUB has sponsored projects to experi-
ment with multi -media techniques of
relaying information, e.g., a documen-
tary of the international research
program.

RUB is beginning efforts to interpret
and spell out action steps for users. The

Briefs have been designed in-house to in-
clude Implications for users, although at
a fairly general level. There Is a basic
distribution for all Briefs of 48,000; but
beyond that, many of the 17iefs have a
special distribution. RU171177resently
monitoring a project designed to develop
a review of the.literature on psychiatric
rehabilitation, with a handbook to be
developed from a summary of usable findings.
Conferences on utilization of research
sponsored by RUB may also provide for
interpretive efforts. The guidelines devel-
oped by RUB for final report writing and
more recently for applications_ and continua-
tion requests may also Induce the researcher
himself to identify and discuss implications
of his work.

Based on the directive from the Office
of the Secretary, RUB and other staff will
prepanre implications from RS0 findings for
the bureaus as a part of the accountability
mandate. These written implications are
viewed as an interpretive effort to assist
the bureaus in implementing the findings.
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c) For general public: Responsibilities
for reaching this audience lie primarily
with the Office of Communications. A
Clearinghouse staff member has noted a

trend within this Office to include the
general public and practitioners as well
as researchers In their dissemination
efforts.; this shift in widening the
scope of coverage was attributed to the
placement of the Public Inquiries Section
in the Clearinghouse in 1969. Although
such efforts of the Clearinghouse have
been undertaken only recently, there is
already a contract underway which is
designed to produce twenty Fact Sheets for
the general public. These Fact Sheets
are small pamphlets on critical areas of
concern, e.g., juvenile delinquency,
aging, alcoholism. Other efforts within
this Office to reach the general public
include television advertisements on
specific mental health problem' and gen-
eral pamphlets.

The MHSV has initiated efforts which may
have some value for interpretive activities,
both written and oral. Some staff members
have provided consultation to mental health
service personnel which is sometimes used
to pass on research information to clients;
more often it appears that these visits
are based on a particular piece of research.
Researchers themselves have been encouraged
to serve as "action consultants" in spelling
out implications of their research and in
passing on Information. The Branth and
other MHS Program Division staff recently
formed a Progtdm Analysis Group to review
results of evaluation contracts and to con-
sider how various implications should be
implemented.'

In conjunction with contractors, Branch
staff recently have developed manuals on
research utilization, on ways to use infor-
mation sources, and on techniques of pro-
gram evaluation. The proposed magazine to
be developed by the Branch, Innovations, may
provide a means to spell out Implications of
research projects to clients, since some of
its articles will be designed to present
problems and solutions to problems (sometimes
based on research) of concern to the mental
health service personnel., However, since the
full journal has not been produced yet, it Is

not certain whether its focus will be on
interpretive efforts.

c) For the general public: Communication
to the general public is not seen as
a part of the NCEC mission.

Since the distinction between "tailoring"
and "Interpretation" is not sharply defined,
much of what has been said In the section
above applies here also. "Targetted Commun-
ications," for example, usually go beyond
the mere presentation of facts to make deriva-
tions of implications for their intended
audience. One of the products of the Tar-
getted Communication program, the PREP report,
contains interpretive information about
particular problems. The PREP kits narrow
down the information and are useful since
"educators don't like to read aiot." In

the same way, the extension agent system
will take'the research to the teachers.

There is an attempt to use a different
range of communication resources at different
stages of the adoption process. In one
set of projects for example, after the
priority areas have been identified, there
is an assessment of the better programs lo-
cated across the country that are concerned
with the priority areas. The same project
will provide a manuscript describing pro-
grams; the Branch will subsequently produce
a series of awareness pamphlets (e.g., on
promising Career education programs) so
that they can promote the selected programs.

There is concern in OE over the fact
that teachers may have to choose among
various products competing on the market.
To alleviate this problem, the Far West
Laboratory for Educational Research and
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4.16 Screening

The maximal EMU system
employs a procedure for
eliminating irrelevant, re-
dundant, and invalidated
knowledge from Its data base '
in an effort to screen for
quality materials.

M.A. Diviainn of RAD Utilization

Ann Arbor, Michigan, the Division is exploring
the feasibility of non-print media for train-
ing purposes (including self-instructional
tape cilsettes and television taped instruc-
tional systems for use by counselors), but
so far the forays into the non-print audio-
visual field have been scarce.

Other-in-hou4 efforts have been under-
taken to the end f interpretation. To
develop "spin-off" from some R&D products
Division staff nave met with OPE staff, with
OPE taking the lead in formulating plans for
action based on deficiencies in the system
as indicated by R&D results, e.g., actions
formulated from the Marshall studies on
Negro employment. The contracted research
reports are required to spell out policy
implications, and this part of the reports is
carefully reviewed in draft form by Division
staff and other ORD staff.

There does not appear to be any effort
in the Division to make interpretive trans-
formations directly for the job seekers,
themselves, or for the general public. ,

a
Most of the Division's screening activi-

ties are in terms of screening materials to
send to particular audiences or user groups.
In screening for utilization, the size of
the potential audience, the quality of the
report, and the amount of interest in the
subject are taken into consideration. As

the decision of how many copies of a report
should be printed is made by Division staff,
it is very likely that this.may serve as
a measurement of quality, i.e., those reports
judged to be of high quality would be printed
in large quantity. To deal with the problem
of irrelevant research, staff try to comb
through their knowledge base to see if they
can bend research to give answers to new
questions.

Selecting research to be included In the
Advanced Research Briefs involves screening
at several different levels.' Each agency that
conducts research In DOL must select research
information that policy people should be aware
of and then summarize the selected informa-
tion and findings to spell out policy impli-

cations. In determining what research to
send to the Secretary of DOL, staff must con-
sider if the research findings have potential
implications for policy pointing to new
programs and if the research findings provide
new insights to new programs. Project
officers are responsible for reading and
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Most of RUB's screening activities con-
cern the selection of projects to be sum-
marized into R&D Briefs. At least,one time,
in 1969. all Research Briefs written by R&D
project staff that had been received up to
then were screened by RUB staff. The twenty
considered best in terms of validity,
potential contribution to programs (usable
findings), and timeliness were given to
members of RUAC for comparative evaluation.
Their comments were then quantified and
the results used as a guide In selecting',
reports to be briefed. Although final re-. .

ports have not been systematically evaluated
-over the years as they came in, much in-
formal evaluation has always occurred so
that the better reports typically had a
higher visibility both in the central
office and In the field than the poorer
reports.

RUB is also concerned with verifica-
tion and validation of existing research
results. In the 1972 R&D Strategy, RUB
has proposed a project to perform an
external evaluation of all completed pro-
jects. One of the purposes of the Research
Utilization Laboratories funded by RUB is
to replicate and validate existing projects.
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There was little evidence that inter-
pretation activities were common in other
units of NIMH; this may be due, in part,
to the unspecified number and type of clients
In other units or to an emphasis on researchers
as users, a group for whom interpretation of
research is not necessary. The Center for
Studies of Crime and Delinquency, however, is

considering the utilization of researchers as
technical assistants to clients on a systema-
tic basis through the funding of researchers
for interpretation.

Although there doesn't seem to be any
overall MHSV activity designed to serve as
a knowledge surveillance mechanism for staff
members, Branch staff are expected to con-
tinually review the emerging literature in
their specialty areas. When a critical
need for the development of better delivery
techniques arises or when unsolicited grant
Proposals are received, the first responsi-
bility of the staff member is to ascertain
whether knowledge already exists relevant
to that need or proposal. Literature re-
views of specific topic areas are often
prepared for this purpose; however, these
reviews probably represent gfforts to inte-
grate the knowledge base rather than to
screen for quality materials. Other screen-
ing efforts include a part of a new project
designed to investigate better ways of
screening for new knowledge, and an evaluation
research measurement of the quality of in-
coming reports in terms of clarity, cogency,
usefulness, and dissemination.

In response to complaints of overlapping
and unsystematized information, an in-house
study is being conducted In the MNS Division
to analyze what Information Is going to the
Regional Offices and In what ways it could
be more precise. The National Clearing-
house for Mental Health Information (KW)

OE National Ccntor 1,4* EL.ntti acs:
Carenunioatioil

Development has begun an ALERT system (Al-
ternatives for Learning through Educational
Research and Technology) which will look at
all the packaged programs and products being
offered and prepare documentation to help
users make intelligent choices, citing the
advantages and disadvantages of each, but
not saying which one is best. As a fore-
runner of this service, the Lab had put out
a series of multi-media kits (called
"Integrated Information Units") describing
curricula In social sciences and elementary
science programs in a manner which allowed
detailed comparison.

As a result of early complaints about
the quality of literature in the system,
ERIC Clearinghouses have in recent years
begun to do more selective screening of
their input. However, once documents are in
the system, there is no further screening.

NCEC has on one occasion engaged in
a major screening of products of the USDE-
supported Regional Laboratories and Centers.
This evaiution project, conducted by the
Educational Testing Service, called for
the Labs and Centers to submit a number of
products they considered to be closest to
the dissemination stage. An ETS panel of
experts reviewed the products and selected
nine that were most appropriate for addi-.
clonal dissemination efforts. Three pro-
ducts received further dissemination efforts;
the Los Angeles (SWERL) Lab's reading
materials, the San Francisco ("Far West")
Lab's Mini-Courses, and the University of
Wisconsin R&D Center's Multi-Unit Elementary
Schools. NCEC later subsidized special
diffusion thrusts for two other products:
the Far West Lab's Toy Lending Library and
the Cooperative Urban Teacher Education
(CUTE) project. Thus a total of five R6D
based products received additional dissemin-
ation efforts based on the ETS study. Last
May, ETS was contracted to do a second
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4.20 Knowledge Transmissions

This function can be
most simply analyzed accord-
ing to the elements of the
communication formula: who

.says what to whom by what

.channelTO what effect. The
7Relement.is In formu-
la, the "effect," for the
case of pure transmission
without regard to the "help-
ing". function is defined
merely as receipt of the
message. The other elements
can be analyzed as follows:

Division of R&D Utilisation

writing a report on "everything that comes
in".; they must also send it somewhere, and
the destination depends on the timeliness and._
impact of the product.

In 1968 the Labor Market Information (LMI)
Program was established under Section 106 of
the Manpower Development and Training Act. It

is stipulated, that 2% of the,O.A. budget most
be used to Improve quality and quantity of
information on the labor market available to
users of this Information (including state,
and local employment offices, Job seekers;
etc.).

Although the Division of R&D Utilization
and the larger units within which it works
appear to have many viable procedures for
screening for new knowledge and for targettirig
new products for particular user groups, it
is not certain whether these screenin,
mechanisms continue to operate on th, existing
knowledge base in an effort to eliminate
materials of lesser quality.
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One non-RUB respondent stated that
the general policy of SRS is to scrutinize
the whole research program to see whether
the research is useful, and if it is not,
in numerous cases the projects will be
discontinued.
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is concerned with the scientific and pro-
fessional accuracy of the body of information
with which it works. In-house quality control
involves staff members keeping up on all
developments in the field and sampling all
input and all output. Given that the Clear-u
inghouse contains such a plethora of informa-
tion, one respondent felt that this overload
might cut down on utilization "just from
users screening out too much themselves."

It appears that the Branch and the larger
agency have procedures for screening for
new knowledge, but it was uncertain as to
whether they screened the knowledge already
present in the data base in terms of elimina-
ting some of lesser quality materials.

OY National
Communioation

6

evaluation study. It was felt that once a
file of promising practices was collected,
it would be necessary to have an Independent
validation of these school-based practices.
This type of evaluation was done on the
reading series.

Some of the practices to be exhibited
at the Education Innovation Fair (BESE)
were yalidated by NCEC through criteria used
to identify 20 successful Title I projects.
The criteria developed jointly by the Bureau,
NCEC and a contracted researcher include the
requirements that the project must be within
a reasonable price range so it can be're-
plicated and that the project has to be in
operation for at least two years, with demon-
strated success and continuity. Subse-
quently, these criteria were dropped and
replaced by the more rudimentary requirements
that the project:. are in legal compliance
and haVe demonstrated good results. BESE
is having problems locating and disseminating
a great number of projects or practices that
they can stand behind in terms of validated
efforts. For this reason, the idea of
incorporating state selection for validation
is a consideration. 1 the states think
that projects are good, they can submit an
application to have projects disseminated.
By preparing states to do their own evalua-
tions as innovation projects, it is hoped
that states will be able to create innova-
tions and not just the structures around
the innovations. Furthermore, it was felt
that NCEC could not do the validation work
for the Bureau as they would never have
enough money.

Along with an ongoing commitment to a
certain critical mass of transformation and
acquisition functions, within NCEC there
is a'trend toward more and more transmission
activities.
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4.21 WHO: Research and
development producers
who work in areas

, relevant to the
agency's mission.

maximal DO system:

a) has defined what these'
AO sources should be

b) has an awareness of who
and where they are

k.A. ,if R&O UtiHoution

a) The relevant research community is
not clearly defined in any formal sense.
The Division'eends to limit its defini-
tion of research to that sponsored by
ORD, primarily due to lack of staff time
and resoprces. However, many R&D reports.
contain §ood,reviews of the literature,
and these are sometimes used by the staff.
The Staff, with deep involvement in some
projects and areas, are. able to pick up
and relay reports, articles, etc., on
work not sponsored directly by ORCP

b) The Division seems to have good in-
formal awareness of key established
researohers in the manpower area, as
represented by work in the Manpower R&D
Projects annual report and membership on
the National Manpower Policy Task Force,
a group formed of prominent researchers
in the field. The Research Subcommittee
of the 'National Manpower Advisory Council
is another source of guidance. An

addition, the dissertation grants program
and the annual New Manpower Researchers
Conferenct bring new researchers to the
surface and give them some familiarity
with the agency, whilemaking Division
and other staff aware of them.
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a) There is no'clear definition of
the relevant universe of researchers,
particularly since'such a wide range
of research programs exists.in SRS.
RUB initially limited its definitien
of research to that sponsored by. the
rehabilitation research pr8gram,
though the Branch has been expanding
its universe to 41nelude social wel-
fare researchers, etc., to obtain
an SRS-wide scope.

Earlier, there was more reliance
on unsolicited proposals in making
funding decisioes, which may have
limited the definition of researchers
to those well established. However,
SRS has been turning increasingly to
RFP's in soliciting researchers.

b) The Branch has a general aware-
ness of the rehabilitation research
community, especially since much of
this research Is done by the client
groups themselves (50% or more of
these projects are done outside of
a university setting by state
Departments of Vocational Rehabili-
tation, by nonprofit and profit
national organizations, etc.). There
has also been a conscious development
of a "cadre" of people who can now do
research in fields that didn't even
exist before. This development comes
through support for establishment of
new professional schools in universi-
ties and through the bureau training
programs.

Previously, external Feview
boards composed of researchers were
used to shape and direct the R&D
efforts. However, the function of
the review boards has changed to
that of reacting to proposed SRS re-
search. Staff members noted that
they still know where these experts
are and can seek their advice when
needed.
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a) Given the inter-disciplinary nature
of mental health research, there is not
just one relevant population of re-
searchers, but many. No one unit in
NIMH has responsibility for defining
all of the R&D resources of the agency;
instead, this defining process occurs
on a more decentralized basis. Staff
in each program and research area
wirlin and outside of the MHSV have in-
formally defined the relevant researchers
in their areas of expertise, e.g., staff
in the MHSV would define R&D sources in
the sub -areas of mental health services.
Although there may be some overlap
among these populations of researchers
in the various NIMH program$,'it was
not clear whether there was/any system
for determining where the olverlap exists.

"b) The MHSV staff members, as well as
staff in other parts of th agency,
have a fairly high level f awareness
of in-house and outside r searchers In
their particular areas of 'interest. A
good example of this awarehess is the

, "cadre" which was organize by a staff
member of the MHSV. This 'cadre" is
'composed of experts in the area of
children's services and was developed
through the staff member's 'ognizance
of the available experts wi hin NIMH.
This awareness can be partially attri-

t bloted to the attempt noted b, most staff
memoers interviewed to "keep pn top"
of their areas of expertise; taff are
entouraged to maintain contact with
researchers in their field. It was
reported that an awareness of r search-
ers was promoted by consultation around
project applications, by conferences,
and by attendance and participati n in
pro'essional meetings. One other chan-
ism to develop staff awareness of the
fields of researchers is the traini
programs .which exist in NIMH, some f

which are designed to develop new r
searcher potentials; however, it is

not certain how well the training an
research components of the separate
units of NIMH are linked together.

9

o
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a) NCEC's potential researcher pool
includes the entire educational R&D
community, a very large, widely
dispersed and still rapidly expanding
sub-cultu're, visibly but not inclu-
sively represented by the American
Educational Research Association (AERA).

b) The NCEC leadership participates
fairly vigorously and visibly in AERA
meetings and maintains professional
contact with specialty fields through
the decentralized Clearinghouses, some
of which are attached to their specialty
profesSional associations. Through the
comprehensive literature indexing of
ERIC, NCEC also has a potential capa-
bility of identifying tens of thousands
of researchers by specialty, interest,
geography, etc.
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c) has access to them and
their work

4.22 TO WHOM: The users of
research and develop-
ment.

The maximal 06L1 system:

a) has defined who the user-
receivers of the R&D
should be

M.A. Divis:on of HS:' Utilization

c) The annual review mentioned above
appears to give good access to the work
of researchers. Access to the researchers
themselves appears to be more limited:
staff members mentioned that there is

a small "stable" of researchers with
whom they have worked, and with whom
they are thus more likely to contact
In the future. Sponsorship by ORD of
the Experimental Manpower Laboratories
is another means of maintaining access
to this group of researchers. One
respondent' Indicated the possible
difficulty in getting researchers in-
terested in working on problems staff
members see as needing research. Sole
source funding of researchers (more
common in the past, and now changing)
also may have limited the number of
researchers with whom staff members
might be familiar.

a) There is considerable discussion of
this, and a division of opinion. Re-

search is viewed as primarily relevant
for policy makers, while ESE/ projects
are seen as primarily directed to USES,
OEDP, and state agencies. There is very
little consideration of reaching con-
sumers directly, and no concern for
reaching the general public through
the mass media. Also, researchers as
an audience get little attention.

-158-

SRS

c) RUB may have access to at least
some researchers, since the Regional
Research Institutes, Research Utiliza-
tion Labs, and the R&T Centers are
funded by and responsible to the
agency. The annotated listing and
other well documented publications
may also give access to the work of
researchers.

a) There has been concern in SRS
to define the relevant users since
the agency offers such a diversity of
services, yet there are still differ-
ences of opinion. Researchers are
encouraged to define more clearly the
users of each product so they are no
longer identified in such broad terms
as to Include "almost the universe."

Although the bureaus have their
own "target populations" and Congres-
sional committees to which they report,
there has been some effort to identify

. overlapping client groups where such
overlap does exist. On the other hand,
the issue has been raised of whether
the research program has used the
legislative mandates too loosely.
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c) Ziven the major emphasis of the
MHSV and other portions of NIMH on
research development, there is great
opportunity for access to researchers
by means of consultation with potential
applicants.. Outsiders and staff within
MHSV also cited the use of conferences,
professional organizations, and informal
meetings as ways of maintaining con-
tacts with their specific "stables"
of researchers.

Access through project monitoring
apparently has not been as strongly
emphasized as pre-funding consultation,
given the heavy investment of staff
time throughout NIMH in the "develop-
ment" of research projects.

a) As one respondent stated, "each
Division has its own users and its own
ways of thinking about applications of
knowledge." Thus, the definition of
relevant users appears to be based on
the type of research funded by each
specific unit, with clients ranging
from those people who are likely to have
some impact on changing the delivery of
mental health services in the MHSV pro-
gram to "just the scientists themselves"
in the more basic research programs of
NIMH. It also was evident that some
of the units did not define their client
groups very specifically, although some
units have begun making conscious efforts
to specify clients. OPPE has clearly
defined a select group of policy makers
as recipients for the evaluation studies
they sponsor. Although initially

UF National Cpnter
'ammumi,.ation
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c) Access to this sprawling network is
necessarily limited and selective.
Because NCEC has had only a very limited
and restricted research budget, its
primary means of accessing researchers
directly is via small contracts to
.develop bibliographies, review litera-
tute, and make interpretive summaries.
Much of this work is channeled through
the Clearinghouses. The Clearinghouses,
In turn, are likely to be somewhat
parochial both in terms of their
specialties and their geography. There
Is also some doubt as to whether the
ERIC centers can attract the highest
calibre of researchers for these tasks,
especially with very limited and restricted
budgets at their disposal.

In contrast, within the specialty
of DSO research, NCEC has excellent
contacts with key scholars through its
Research Advisory Committee and through
a series of contracts with research
centers at Michigan, Michigan State,
Columbia, and Stanford. When promising
researchers emerge in this field, the
NCEC leadership is almost Immediately
aware of who they are and is generally
receptive to their input.

a) Broadly speaking, NCEC's clients
include the professional educational
community in general with special
emphasis on practitioners and decision
makers in operating school districts
across the nation. Out of this total
population, certain subsystems have
been singled out as special priority
targets because of their special status
as key decision makers or linkers to
the rest of the system. Thus, the
state education agencies have received
special attention and state personnel
receive the most contact on a day-to-,,
day basis.

Educational decision makers who
need access to valid information to
make rational decisions are also con-
sidered to be priority clients; these
include curriculum development people,
superintendents, principals, and local
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b) has an awareness of who
they are and where they
are located

M.A. Division of HAP Utilisation

b) There is good knowledge of policy
people in direct chain of command, and
knowledge of channels or offices by
which they transmit Information.

Also there is reasonably good aware-
ess of state agencies as an audience;
t we are not sure if this awareness

e tends deeply into all those agencies
offering employment help. There was
some concern expressed over the limited
information available about this audience,
e.g., organizational studies.

We found little awareness of re-
searchers, job seekers or the general
public as audiences.
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b) There Is good knowledge of the
chain of policy people hnd the formal
channels through which information can
be transmitted to them. The Chief
of RUB has been assigned by the Office
of Planning, Research, and Training
(OPRT) as the "Objective Manager" to
work on the objective of developing
a communication plan for OPRT; he
has developed a flow chart which in-
dicates the links and clearance pro-
cedures for all information passed
through the agency.

There is some awareness of state
agencies as an audience, particularly
since the Research Utilization
Specialists have been assigned to
link to this audience directly. The
exteh' of knowledge available about this
audience is not certain.



NIMH Mem:al Health Services Development Branch

operating primarily for researchers and
the scientific community, the Clearing-
house staff noted that they are conscious-
ly including other groups in their client
base, ranging from students to practi-
tioners and the general public.

b) Given that various units in NIMH
define their clients at different levels
of specificity, there is a varying aware-
ness of who they are. The MHSV, given
the nature of their services to a well-
defined population of clients (including
mental health centers and hospitals),
can locate their clients relatively
easily. Staff in portions of the basic
research programs have a good aware-
ness of the researchers (in this case,
clients) included in their peer group.
However, there was not a general aware-
ness throughout NIMH regarding the client
groups of other units. For example,
one staff member in the basic research
program noted that in trying to develop
a project which would encourage basic
researchers and practitioners to work to-
gether, he would not be able to Identi-
fy the practitioners who would be in-
terested in such a venture.

ON National Center pr Educational
Communication
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and regional curriculum and Instructional
leaders and coordinators. The Dissemina-
tion Programs Branch is more concerned
with local agencies; most of the Branch
efforts are directed to people in
curriculum development at the local
level rather than at the state level.
Clients of the Educational Reference
Center (ERC) are educational decision
makers within OE.

In the three pilot state programs
of NCEC, each state had to decide how
they would employ their extension
agent: two states used intermediate
district offices and the third, local
districts. The agent is situated at
the district or local level in order
to be able to have access to local
teachers and administrators.

The educational field was seen by
one NCEC respondent as being like a
"patchwork"; various programs, legisla-
tive authorizations, and constituencies.
This creates a problem of duplication
which is not a result of physical
distance. "It's just not easy to
distinguish differences in programs
sometimes, e.g., when you tell a bureau
that NCEC is about to disseminate some-
thing for them, they will just say
that it Is not enough." This respon-
dent felt that many people in OE don't
know what NCEC is "all about." Al-
though one way to avoid such duplication
of efforts would be through joint fund-
ing, there are legal difficulties pre-
sent. By law, some "funds can only,be
used for certain types of agencies,
certain types of client systems, or
only by contract or grant.

b) The clients of the extension system
include educators (both teachers and
administrators) at the state and local
levels. The agents themselves will be
serving the local level primarily be-
cause they will be placed in local
units.

Two current contracts are partly
aimed at building greater awareness of
potential knowledge users. One con-
tract with Havelock at Michigan is
surveying resource utilization in the
innovation process in a national proba-
bility sample of 350 school districts.
The project will show the extent of use
of such facilities as ERIC at the
local level in different regions and
in districts of different size and
character. Another project by Paisley
a Stanford will identify users and
user information needs by educational
role.
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c) has access to them

M.A. Divislm: 'f RAV

c) Utilization staff have good access
to policy people in direct chain of
command through streams of memos, re-
quested position statements, and infor-
mal contacts, but steps are not jumped
easily. The ORD director Is able and
willing to take the initiative to
reach top levels if he feels it is

warranted. The National Manpower Policy-
Task Force and the National Manpower
Advisory Committee, through its Research
Subcommittee, are important potential
sources of influence at the highest
level as Is the Manpower Report of the
President.

Contacts with the Office of Policy
and Evaluation (OPE) have not been
formalized, with the Division having
no regular access to this Office; OPE
has responsibilities for sending research
information to the policy makers. OPE,
in turn, may not be receiving all policy
relevant research that could be passed
upwards. A new staff member of the --

Division of R&D Utilization, who former-
ly worked in OPE, recently has been
assigned to develop contacts with cer-
tain staff in OPE in order to improve
access. Part of the problem hasvbeen
that staff feel that they must know
policy needs better; OPE has not yet
given any guidelines regarding these
needs.

Access of the Division to the re-
gional, state, and local officds is
also incomplete. The Division and other
units at the federal level must clear
through the Deputy Manpower Administra-
tor's Office all material which is sent

to the regions. The regional and state
offices, in turn, have the option of
distributing materials as they choose.
To improve access to the regions, two
'Division staff members have been
assigned to develop plans for Informal
communication with the regional offices.
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Little mention was made of re-
searchers or the general public as
audiences, although some efforts have
been expended on behalf of both.

c) Access to policy makers is primarily
through formal channels, Involving
required clearance procedures.

Access to others in ORD and to
the program people has been potentially
increased by the establishment of
liaison persons in all the research
divisions and bureaus. Task forces
and committee meetings which are
commonly organized to work on specific
problems also serve as good entry
points.

Most of the regions have recently
designated "R&D Specialists" who may
serve as a "bridge," although all in-

formation sent from the central organ-
ization must be cleared through the
Office of the Associate Administrator
for Field Operations. The role of
the RU Specialists has been designed
to break into the state and regional
network (or create a network if none
exists) although the effectiveness
of this role is not yet known. RUB

has expressed great concern to develop
a "linkage model" at the local and
state levels.
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c) The primary mode of access to policy
makers open to Division staffs appeals
to be through in-house task forces and
committees which are occasionally set
up around specific problem areas. For-

mal, written reports sent to these
policy makers were cited as another point
of access. However, staff in the Offices
appear to have more ready access to this
use group given that some of them have
been assigned the responsih:lity of
providing ready respo...es to the re-
quests of this group.

NIMH has been described by some
respondents as a very "horizontal" and
"isolated" structure; although staff
members In the various units have
phylicai access to each other in that
they are located in the same building,
it was not clear whether this physical
proximity carried over into actual
interactions in all cases.

Access to the practitioner groups
is rot common to all of the units in
NISI-. The MHSV and its larger Diarislon
have a good source of access to local
mental health centers through their
mechanism of providing grants for the
operation of the local centers; one
staff member noted that these grants
helped to "open doors and stimulate
communication." Access to the Regional
Offices by the MHSV and the MHS Program
Division also appears to be good, given
the historical ties with the regional
staff. At one time, regional staff
were funded by this central office and
this tie has carried over to the
present, even though the staffs are no

lodger commonly funded. Access to these
Regional Offices by other units is not
so welt developed; one respondent noted
chat the only access or outlet he
presently had to the regions was through
the guidelines they developed at the
federal level.

OE National Center f.: , ear ::na:
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c) NCEC goes through intermediaries to
reach users: in the National Secretariat
Project, they have established a formal
structure to."get into" the 50 states.
There is one dissemination representa-
tive (nominated by the Chief State
Officer)' in each state and these repre-
sentatives meet once or twice a year.
An important purpose of these meetings
is to allow cross-fertilization and

learning between NCEC staff and the repre-
sentatives. information is presented on
the dissemination programs operating
under NCEC, needs and reattions to
NCEC products and policies are solicited,
and the dissemination representatives
Inform NCEC of their activities. There
is contact with some policy makers in
OPPE on a weekly basis.

The Clearinghouse staffs have close
associations with their professional
groups and many of the Clearinghouses
have columns in professional journals
to reach specialized audiences within
their professional fields. NCEC staff
members haVe participated on a number
of task forces around different areas,
e.g., renewal strategy. There is con-
tact with BESE and Titles I and ill
staff members who know the states well
and who disseminate for these programs.
However, not all NCEC staff members are
familiar with the Title Ill dissemination
efforts. As there is some overlap in
the functions of the units within OE,
NCEC staff members have devoted time '

to liaison activities in an effort to
prevent duplication of efforts.
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d) has surveillance mechan-
isms capable of identify-
ing new and potential
users

4.23 WHAT: The Research and
Development Knowledge
Base relevant to the
agency's mission.

The maximal Df'J system:

a) has the capacity to have
published or reproduced
any document from the
knowledge base in suffi-
cient quantity to reach
all appropriate and ready
users at a given point in
time

PiPision of hAD Utilisation

d) The Division, through some of its
contracts, has been attempting to
Identify potential users. For example,
in the project with the University of
Arizona, special packages will be
developed for new audiences, e.g., school
counselors and employees. Yet this is
still done on a project by project basis,
with no general scanning mechanisms
established. Although congressional
mandate does not provide specifically
for this kind of activity, the mandate
is broad enough for the Division to
work in this area. Also, new research
topics appear to generate self-evident

user groups (e.g., the shift from auto-
mation to training the disadvantaged
brought in new clients).

a) There is heavy dependency on the U.S.
Government Printing Office (GPO); use of
GPO is required by law, which results
In delays and adds steps to decision
making. Very rapid turnaround of "hot"
Items seems to be impossible as is
the reprinting or distribution of docu-
ments not printed by GPO (e.g., reprints
from journals). Also, the money allo-
cated for publications is rather severely
limited and most of it is allocated to
the Manpower Report.
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d) New objectives and 'priorities
developed by the top administrators
generate new target populations, e.g.,
the shift to Integrate services and
the priority of the welfare client.
However, there is no mechanism for
surveillance of other potential
audiences; Instead, the legislative
mandates have worked against develop-
ing mechanisms for expansion of client
groups.

a) it is a requirement that all docu-
ments produced In-house for publica-
tion, e.g., SRS Research, must be
published by the U.S. Government.
Printing Office (G.P.0), which neces-
sitates much editorial work. The
majority of reports are either mimeo-
graphed, multilithed, or are published
as monographs for wider distribution.
The project director is responsible
for the printing--supplemental awards
for printing are usually made only
when the report is to be published as
a monograph or in some other form.

RUB does not possess the capacity
for rapid, in-house reproduction for
wide distribution.
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d) There is no visible mechanism avail-
able across the units in NIMH for the
surveillance of potential user groups.
One MHSV staff member noted that their
view of their client base has been some-
what "parochial" and that this view may
carry over to other portions of the
Institute as well: applied R&D is viewed
as relevant to mental health service
personnel and more basic research pro-
grams are viewed as relevant to research-
ers. However, there is one mechanism
recently developed on a small scale
which could be expanded to survey the
usefulness of various research programs
for various client groups. The Program
Analysis Group set up in the MHS Program
Division to review evaluation contracts
for their implications and use for
different groups could be expanded to
include more user _groups as well as
more types of research products in NIMH.
Others outside of the Branch noted some
concern over expanding the relevant
client population: "we have worked a
great deal with professional audiences,
but now it4s time to worry about the
government organization downward and
the people upward in the organization,
i.e., policy makers."

a) The requirement that all documents
produced in-house for publication must
be printed by the U.S. Government Print-'
ing Office (GPO) requires editorial work
and sometimes a loGg time period to
get things out; some people estimated
from 3-9 months. It appears that the
various units in NIMH do not possess
the capacity for rapid, in-house repro-
duction of items for widespread distribu-
tion (capacity in terms of money and
in terms of equipment). Staff members
in several units of NIMH cited this
deficiency as a problem, since as
few as ID copies of reports are avail-
able from research projects for distri-
bution. However, one respondent in OPPE
cited the use of a reproduction faci-
lity in Lexington, Kentucky, which has
the capacity for rapid reproduction and
ever distribution of their evaluation
reports; whether this same facility

is available to other units in NIMH
is not certain. Some units, e.g., the
basic research programs, assume that
the primary place for research results

OE NatIonai Center F'.
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d) There is no current mechanism for
regular surveillance of needs and identi-
fication of users. However, both the
Havelock and the Paisley projects men-
tioned in 4.22b above are designed as
pilot projects to explore the possibility
of periodic systematic monitoring of
this kind.

In BESE, staff members are planning
to set up Task Forces to help them
identify new and potential buyers of
Innovations displayed at their Education
Innovation Fair; they are not only
trying to identify individual adopters
or buyers, but also "adopter systems."

a) NCEC has been viewed as the program
with responsibility for dissemination.
Bureau staffs are asked to put together
a list of programs and projects which
they think are exemplary in nature and
NCEC selects programs and projects
to "push" from these lists. NCEC then
tries to disseminate information about
these programs and to assist in imple-
menting them; however, dollar con-
straints limit the number of selected
products. Although NCEC works for
collaborative establishment of criteria
in the'validation process with the
Bureaus, Bureau slaff are not always
pleased with the products selected from
their Bureaus.

Although NCEC uses available re-
production facilities as much as possi-
ble, all printing runs of over 25,000
pages must go through the Government
Printing Office (GPO). This process
represents a bottleneck in that the
average GPO turnaround is from four to
six months. The in-house clearance
procedures are also becoming more com-
plicated in that there is an OE Publica-
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b) labels and otherwise
appropriately identifies
documents and knowledge-
able persons

M.A. Division of R&D Utilization

b) The R&D reports submitted by con-
tractors are widely distributed and are
never anonymous. However, most other
documents involving transformations
appear to be anonymous. In fact,,euthors'
and editors' names are sometimes deliber,
ately deleted or buried (e.g., Break-
through for Disadvantaged YouthrThis
may be a result oran official written
policy promulgated by the Department
Office of Information, Publications,
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b) Documents are generally well iden-
tified as to origin and sources for
further information, e.g., each of
the R&D Briefs lists the title of
the WiTrregiort and the address of
the grantee.
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to appear will be in the various
professional journals, which could re-
quire a lag time of from 1-3 years
after the termination of the project.

b) Documents produced by the various
units such as the Clearinghouse, OPPE,
and specific Divisions, generally
identify both the source of the infor-
mation (as to who developed It) and
the places to obtain more information.
Most of the items produced in-house go
through the Clearinghouse staff, since
"they are the hardware people and the
operating arm" of NIMH.

OE National Center for Educational
Communication
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tions Office that must review every-
thing as well as five or six other
steps in the review process. Some
ERIC Clearinghouses have developed
outside arrangements to get their pro-
ducts printed free of charge; those
Clearinghouses that publish their own
materials have to go through GPO which
adds several steps and takes more, time.

The Dissemination Programs Branch
receives 500 copies of the PREP re-
port each month and sends half of these
to the state dissemination representa-
tives. Advance notice of each report
is given in a PREP Brief which is mailed
out with the preceding month's PREP
report. Two hundred copies of this
brief are mailed to each state agency
as well for distribution and advance
order purposes. The states can then
order in bulk from GPO or, like some
states are doing presently, xerox
copies by the hundreds and thousands
to distribute within their states. it

Is cheaper to order from GPO, but it
takes longer.

A request for copyright in'the
early stages of project development Is
encouraged by the Copyright Program
staff in order to save time; otherwise,
if the developer waits until the project
is completed, it could be from one to
two years before the finished product
is processed and ready for market. In

some cases, the publithers help in
this early stage of development and
put In some of their own money for the
project to speed up completion.

One non-NCEC respondent noted a
complaint that state people often have
about ERIC: those people who do know
about ERIC complain that it's a great
bother to get the information as It
may take months to get a request filled
and once they receive the information,
It may not be what they want. Some
NCEC personnel would agree that there
are serious turnaround problems with
some ERIC products as a result of
the GPO and EDRS process.

b) For each document selected for ERIC,
the Clearinghouses prepare a biblio-
graphic citation, a 200 word abstract,
and a list of descriptors keyed to the
ERIC Thesaurus. Citations and ab-
stracts are compiled and published in
Research In Education (R1E).
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c) catalogues and sorts all
documents in the knowledge
base for retrievability
by all audiences accord-
ing to their interest and
is able-to do this (or
have it done) on a con-
tinuous basis as new
knowledge is generated

M.A. Division of R&D Utilisation

and Reports. Apart from the obvious
disservice to such persons, such Rractices
make it more difficult to identify docu-
ments and to relate them to previous
work done by the same people. They also
make it difficult for users to find
responsible experts on a given topic
through their works.

c) The annual Manpower RXD Projects Is
.a means of doing this. An index to
subjects and authors Is provided. There
is also a cumulative index for research,
though not for E&D projects. The
"Projects" report does not Include studies
other than those funded by ORD even In-
side the Labor Department.

One of the secretaries also main-
tains an extensive record of names and
addresses of those interested in con-
tinually receiving information In
general, as well as lists of those in-
terested in specific subject areas.
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c) The VOiUMG SRS Research produced
by RUB contains a cumulative annotated
listing of all research projects and
films funded by the SRS research program
since its beginning in 1955. There
is a subject matter index and a.pro-
ject number Index, although no author
index. This volume will be updated
annually. It does not include in-
house material or related materials
produced outside of SRS. However, RUB
has developed a guide on how to use
other existing Information systems,
such as ERIC.

Other cataloguing and sorting
occurs on a decentralized basis. The

. Division of Research and Training
Centers has set up an information and
clearinghouse function among the Re-
search and Training (R&T) Centers, using
such devices as a newsletter (The
informer) and a Directory of research__
projects (and abstracts) developed in
the Centers. Future plans include a
compilation of audio-visual material
developed by the Centers and a biblio-
graphy of Center publications and re-
prints.

Stout State Collegi in Wisconsin
has been funded to develop a clearing-
house in a specific subject area.
The Florida RRRI has developed its
own bibliography, and extended annota-
tions of 1,400 reports have been spon-
sored in several areas.

The Institute for the Crippled
and Disabled (1CD), one of the RU
Labs, has also been given funds to
dev'elopa clearinghouse on the rehabi-
litation of public welfare recipients; -
their survey of available research
and literature has gone far beyond
that funded by SRS.
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c) The National Clearinghouse.for Mental
Health-Information (NCMHI) was establish-
ed in 1963 and has become the center
in NIMH for the "collection, storage,
retrieval, and dissemination of scienti-
fic information" in the area of mental
health. Included in its computerized
information system are abstracts from
926 "high yield" journals from all over
the world, with 2600 journals of "lower
yield" also reviewed for relevanCarti-
cles. Books, monographs, workshop and
conference proceedings, etc., also are
Included in this information base,
although it was not certain how exten-
sive the coverage Is of such material.
Such materials as documentation of
exemplary practices or programs pre-
sently are not include° in this base,
although they are being considered for
coverage. The 200-300 word abstracts
are the prime source of Indexing terms
for each document; their Document Pro-
cessing auttatic Indexing system offers
each word I the abstract as a candi-
date for inclusion in the mental health
vocabulary. Thus,'a thesaurus of terms
is not necessary to search the docu-
ment base.

There are other files maintained by
the Clearinghouse beyond the general
NCMHI file. The Law file is composed
of all of'the state laws which pertain
to mental health. The Research Grants
file, containing about 2000 on-going
records, contains information on grants
which are presently active in NIMH;
such information on each, grant would
Include the purpose, subject, methodo-
logy, etc. The APA (American Psychiatric
Association) file is composed of ab-
stracts and bibliographic data which
eventually'will become Part of the NCMHI
file. The Drug Abuse Information
System (DAISY) Includes abstracts and
bibliographic data, copied from some
of the other files, which deals primarliy
with drug abuse problems. The Drug __

Abuse Program Oriented System (POSY).
is a file composed of infoliiiation on

drug abuse treatment facilities and
other drug-lelated organizations nation-
wIde:--These five files are updated

,__--ress frequently than the general NCMHI
file which is updated continuously.

OE National Center for Educational
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There is no corresponding file of
knowledgeable persons who could act
as expert consultants on specific educa-
tional problems, apart from authors of
ERIC documents.

o ,

c) Basically, ERIC is considered to
be the "wherewithal" for developing
and maintaining selected R6D and RED-
related reports. A study is underway
to evaluate user needs and to develop
alternatives to the present file parti-
tions, so that the ERIC files can be
more useful to practitioners. The
use of a thesaurus as the controlling
access mechanism for ERIC has created
some problems. For example, some terms
chahge meaning over time and some have
different meanings for different groups;
some of these issues are now being
explored in a contract to LEASCO.
Another problem concerns the standard-
ization of indexing. To insure that a
given document is not processed more
than once,:each Clearinghouse is
assigned a specific domain of cover-
age; the scope of each Clearinghouse
is then broadcast to the others and
overlapping documents are routed to one'
place for final processing.

`In addition to RIE which covers s

research-based literature, the Clear-
inghouses produce another monthly
abstracting and indexing journal called
Current index of Journals in Education
(CIJE) which covers the latest develop-
ments in journal articles. CIJE also
has an annual Index. The tlearinghouses
decide on the journals to be covered,
although the contractor creates the
indexes and abstracts of the journals.
There are three types of journal coverage:
cover-to-cover coverage of selected
journals; articles periodicallf selected
out of other journals; and some journals
covered on a "one shot basis."

Increasingly, the USOE-sponsored
R&D centers and laboratories are develop-
ing dissemination mechanisms of their
own which are available to NCEC staff.
The centers are establishing an informa-
tion system which will allow access on
a topical basis. A catalogue is being
produced which will have a'project
description of all products coming out
of the Labs.
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d).flles and stores all docu-
ments In the knowledge
base in a manner which ,
allows access to and
distribution of any docu-
ment at any time

(7

M.A. Division of RAD Utilization S13 Research Uri:ization

d) The Division Maintains an in-house.
manual system of storage and access,
which generally allows them to proyi.de
documents at imy time. Staff also
maintain storage of older material for
some purposes. The DOL library is seen
as a distribution point for some ORD
information. Final reports are routinely
processed Into the National Technleal
Information Service (NTIS), and a
complete set of microfiche copies of '

all reports stored in both NTIS and
ERIC Is being assembled.

1 70

d) RUB has made arrangements to have
all research documents stored in NTIS
with microfiche and hard copy. capa-
bility. They have also developed an
SRS-wide information system, Including
abstracts of all projects from the
R&D program. A contract is presently

in negotiation to establish the soft-
ware elements for a computerized
system, and an existing contract is
being renegotiated to include more
information In the system, specifically
UT Center tFacts-and projects in
SRS esearch for which there are no
existing abstracts. Requests for
material on specific subjects are
also procissed by one of the staff
in RUB, but searches must be done
Manually.

o,
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Thus, the Clearinghouse has assumed
the role of maintaining the knowledge
base on mental health even beyond that
of information generated by NIMH re-
search. Given the nature of some of
its files, it also has begun attempts
to catalogue and store documents
separately for particular audiences,
e.g., those people concerned with drug
abuse. A Clearinghouse on alcoholism
is planned for the future. The various
bibliographies on specific problem areas
also come from this knowledge base.

Even with this base, however, there
have been complaints that the abstracts-
included in the NCMHI have been of a
highly "technical" natu:_ and that the
tecnnical nature of the Information has
limited the use of this base to research-
er-professional communities.

d) Although the Clearinghouse has ab-
stracts and microfiche of relevant
Journal articles and other documents
stored in its information base, it does
not actively disseminate these. Thus,
clients may find it difficult to obtain
a specific research report desired.
However, there is a documents center
from which the public can purchase
copies of in-house products, e.g., the
syntheses produced in OPPE. OPPE It-
self recently established a Documenta-
tlor Center where copies of the eval-
uation reports can be read, although
there are no copies presently available
for purchase. Eventually, OPPE plans
to send these evaluation reports to
the Commerce DepartMent Clearinghouse
where copies can be purchased by
anyone.

OE National Center Pr
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d) ERIC is designed explicitly. to ful-
fill this function, assuring monthly
updating and access to knowledge through
batch processing.' The Educational
Reference Center (ERC) does provide
interactive access for OE staff, but
this is not generally available to
practitioners. Some users are picking
up the ERIC data base for further
diFsemination, e.g., in Montgomery
County, Maryland, they have developed
their own information system with all
of the ERIC flies on hand. Other local
agencies have also done this.

The abstracts and indexes of the
Journals covered by the Clearinghouses
are published in CIJE monthly by a
private firm, and the abstracts that
go to GPO are used fbr the monthly
Journal RIE. The original documents
on which the abstracts are based are
sent to anothee contractor, the
Educational Document, Reproducing Service,
where they are put onto microfiche and
hard copy, assuming there is no problem
with the copyright. One non-NCEC
respondent felt that RIE and CIJE did
not provide sufficient TTnformation as
to what is it the ERIC information
system.

Elsewhere in OE, there have been
various library units and reference
units set up. For example, some of the
research coordinating units (RCU) spon-
sored by the Bureau of Vocational-
Technical Education haVe set up "satel-
lite centers" where there are ERIC-
type reading rooms within driving
distance of every vocational district
In the state.



Absimal D&' System

e) files and stores access
information to all know-
ledgeable persons for
relevant topics

It is important to

note that storage is a nec-
essary prerequisite to
transmission because of both
the limited capacities of
information channels and
the necessary dysynchroni-
zation of knowledge builders
and knowledge users. The
means of information storage
in this age of technology
are many and include audio
and video tape, punched
cards, films, and computer
memory tapes, drums and
cores. Nevertheless, the
primary knowledge base is
still mostly stored and
transmitted In two modes:
written and spoken words.
Therefore, whatever other
storage capacities a OSU
system may have, it must
have a complete written docu-
ment storage capacity and a
spoken word storage capa-
bi/Ity.

Spoiten word storage at
this stfte of available
technor y basically means
human rain storage, having
on fi e and in memory the
name addresses, and
tel hone numbers of people
who are doing research and
de elopment work and/or
have read, listened to and
absorbed knowledge from the
knowledge base In specific
areas.

M.A. Divieion of RV Utilisation

e) The annual Manpower R&D Projects con-
tains an author index; otherwise, there
is no comprehensive cataloguing or
filing of resource experts. This happens
informally, however, and on a decen-
tralized basis. For example, each of
the Division staff members Involved
in special sub-areas of R&D on manpower
have informally accumulated mailing lists
of people Interested In the sub-areas,
as well as lists of people with exper-
tise in these fields. Some of CIRD's

contractors also maintain lists; for
example, the Experimental Manpower
Laboratory for Corrections at Montgomery,
Alabama, has developed a card file of
all visitors and a mailing Ilst of those
interested in this correctional field.
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SRS Research Utilisation Bra' "%:

e) SRS Research does not contain an
author index. There is no cataloguing
or filing system for researcher sources,
although some of the bibliographies
developed on a decentralized basis have
an author index, e.g., the Bibliography
of R&D Reports produced in Florida.
However, RUB has developed a directory
of rehabilitation consultants. The
Division of Research ana Training Centers
has also produced a training directory
of its Centers.



NIMI! Mental Health Services Development Branch

e) A few directories have been developed
in NIMM which cite, various resource
groups: there Is a)directory available

on the local mental health centers, as
well as a rural mental health directory;

the POSY fIle in the Clearinghouse docu-
ments all of the drug-related facilities
offering tr-atment nationwide; one of
the programs in the Division of Extra-
mural Research has developed a contract
designed to list various private funding
sources for research support. However,
there is no present cataloguing of the
various research and resource personnel
available for the whole NIMH system,
although the sources of various docu-
ments included In the NCMHI information
system may be searched.

OE National Center pr Educational
Communication
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e) The Dissemination Programs Branch
has talked about preparing directories
of experts or consultants around parti-
cular problem areas, although they have
not yet done so due to lack of funds.

The RCUs of the Bureau of Adult
Vocational-Technical Education maintain
directories of all vocational guidance
counselors, all electronic teachers,
etc. At the yearly RCU meeting, the
Directory of RCU's is updated and then
reproduced so that everyone in the
field can keep abreast of their counter-
parts.



/*stint' D4U System

In the maximal 14U
system both the written and
spoken storage mechanisms
will be thoroughly indexed
for retrieval but they will

,,,te effectively cross-indexed

and referenced so that
written and spoken sources
can be matched easily. This
cross-referencing is very
important for a number of
reasons: (a) it makes both
storage systems much more
accessible, (b) it allows
cross-validation of informa-
tion, and (c) It increases
the number of alternatives
for channel use in linking
resources to users (see
section 4.24 below).

4.24 CHANNELS: The pathways
by which information
can travel from the
R&D community to users.

The maximal DM) system
should have regularly used
and efficient channels of
communication established
for both written and spoken
messages and for both fArmal
and informal messages Between

Xthemselves and

a) researchers

M.A. Division of RAD Utilisation SAS Research Utilisation BnAnoh

a) There are good contact relationships
established between the utilization
unit and many researchers through pro-
ject monitors in ORD and through the
"buddy system" which links utilization,
specialists to projects from their In-
ception. in fact, of course, this
represents a channel to a very small
segment of all the researchers In the
U.S. who have potential relevance but
probably includes those who have high
interest and expertise In manpower
problems.
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a) There is not a single research com-
munity to which RUB could link, but
several different groups represented
in the numerous research areas supported
by SRS. Thus, RUB has not yet establish-
ed a system to touch bases with the
universe of relevant researchers. it

appears that different functional groups
In SRS have identified their own "experts."



Mlle Mental Health Services Development Branch

N

a) There is a wide range of research
communities with which various units in
NIMH interact, and the specific com-
munity for each research program appears
to vary. However, It was evident that
there wrre a number of good channels
available to all of the units for the
exchange of information with researchers.
Many NIMH staff members who are pro-
fessionals In specific disciplines, e.g.,
psychiatry, are encouraged to maintain
professional contacts with other re-
searchers through membership and parti-
cipation in professional organizations.
The heavy emphasis on consultation with
researchers in the development of re-
search projects allows a readily avail-
able channel. As one respondent stated,
"there are between 200-300 professionals
In the different sub-systems within
N1MM, and they are constantly consulting
at universities, centers, etc." Some
of the research programs, e.g., the
Division of Extramural Research, have
cited the use of conferences t-at they
sponsor to provide exchange. The
peer review committee also provides a
readily available channel to a small
group of researchers.

OE National Center for Educational
Communioation
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a) NCEC staff have found It important
to maintain both formal and informal
contact with researchers. They get
input through Informal meetings and from
groups like the American Educational
Research Association (AERA) and their
own Research Advisory Committee. Through
the comprehensive literature Indexing
of ERIC, NCEC has the potential capa-
bility for identifying researchers by
interest, specialty, geography, etc.



Abxima DAB System

b) policy makers

c) practitioner-professionals

M.A. Division of RAD Utilisation

b) It appears that there is good upward
communication to policy people via
written channels. The 1971 Man ower
Report of the President contains about
25 references to ORD-sponsored work and
we understand that this document is
widely circulated and used in the
executive and legislative branches of
government. All final reports are
screened for policy relevance and when
warranted are brought the attention
of the Assistant Secretary of OPE and
ASPER through Advanced Research Briefs.
R&D Summaries (containing two page
summaries of reports) also may single out
the relevant R6D; the Summaries go to
staff assistants of policy makers.

Informal and personal'as well as
formal and written channels are used.
In one cited instance, a researcher was
brought in to discuss his study with
the Secretary of Labor. Such instances
as briefings, meetings with task forces,
etc., give evidence that the channels
are available, whether or not they are
frequently used.

c) There are no direct official channels
of communication to Manpower professionals
except through the administrators of
state agencies and their federal counter-
parts in USES and OEDP; this is an
extremely cumbersome chain of communica-
tion. Some USES and OEDP staff recognize
the responsibility for research utiliza-
tion, but most appear to be under little
pressure to utilize results themselves
or to pass them on to the regions and
states; yet direct ORD contactlWith
state agencies is frowned upon.

The only effective links today seem
to be through experimental and demonstra-
tion projects themselves or their spin-
offs to larger programs under federal
control (e.g., NYC).

Links to USES and OEDP are often
made on an informal ad hoc basis, some-
times by visits from D6U unit staff
hand carrying documents of apparent
relevance. Such a personalized approach
has Its merits but clearly misses, in
terms of comprehensive courage, re-
liability, and perhaps cd [- effective-
ness.
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SAS Research Utilization Branch

b) It appears that there are formal
channels for upward communication via
written materials. However, the
channels from the policy makers down-
ward do not appear to be as clearly
established. The RAO in the intra-
mural research program earlier had
performed the function of highlighting
relevant research with policy impli-
cations, but this function has not been
clearly assigned to any single unit
since the demise of RAUB. In-house
task forces and committee\ meetings
serve as potential channels to relay
research information, but are not
regularly used for this purpose.

c) RUB has recognized the difficulties
in setting up channels between the
central office and state and local
client groups, given the cumbersome
chain involved. To set up a "bridge,"
the nine RU Specialists are operating
in a state setting. RUB has also used
the Specialists as a sounding board to
test out new ideas, although the
effectiveness of this link has not
yet been evaluated.

Links to the federal administra7.
tors themselves are effective to vary-
ing degrees. Some in RSA have been
tied in very closely with RUB through
!pacific project or program efforts.
For example, the program of Public
Assistance in Vocational Rehabilitation
(PAVR), linking RUB, program people,
the RU Specialists, and an RU Lab,
has proven that such a netwqrk can be
established. Yet, as one mot/es away
from RSA with which RUB has closely
worked, the channels are not so well
established.' Some of the, other program
people still have informal ties to the
research programs that were formerly
In their bureaus; yet the program
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b) The most common channels to policy
makers that were cited by staff members
in the various units include formal,
written channels such as budget justi-
fications and planning documents, as
we'l as participation on in-house commit-
tees and task forces which convene around
specific problem areas of concern to
in-house policy makers. Staff In the
Offices have used channels to policy
makers,more frequently since their pri-
mary responsibility is to this client
group.

c) The availability of channels to the
Regional Offices appears to vary across
units in NIMH. The MHSV and its larger
MHS Program Division have attempted to
develop close ties to the regional staff,
given that the Regional Offices have
clearly defined access and channels to
the states and locals through their
monitoring and administrative duties.
Whenever a MHSV staff member goes on a
site visit to a specific mentar health
center, he works in collaboration with
the regional and state staff; they often
make the trip together. The Branch
and MHS Program Division recently con-
ducted a conference which included
regional staff members and the "cadre"
of experts in the children's area.
At this conference, various issues were
discussed which related directly to
central-regional_ relationships: how to
develop vehicles for providing on-going,
updated information between the regions
and the central office and how to gather
and exchange information from the field.
Complaints of overlap of information and
"unsystematized" Information and con-

OE National Center for Edixational
Communication
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b) There are Informal channels to the
Deputy Commissioner to solicit support
for NCEC; such support Is important to
advance the interests of NCEC in meet-
ings with other CE Deputy Commissioners
on budget trade-offs. The examiners
and evaluators such as those employed
by the Office of Management and Budget
were viewed as accessible and NCEC
staff make a point of presenting in-
formation to them. Indirect contact is
achieved through the preparation of
budgets, reports, guidelines and posi-
tion papers, and Congressional corres-
pondence, e.g., a Congressman may ask

about a specific constituent's project
being funded or about general infor-
mation. However, no direct contact
was cited with Congress or policy makers.
Time is also spent writing justifica-
tions, working on crash assignments,
and in liaison activities. Meetings have
been held with policy people for help on
particular programs and some NCEC staff
members are called upon to give advice
on OW.

It would appear that NCEC has
had relatively good access to middle
level policy makers within USOE and
advice is constantly sought on both
sides via both personal contact and
written memoranda.

c) In trying to promote change in educa-
tional practice, NCEC staff concentrate
their efforts on state educational
agencies and work in conjunction with
them. A few programs are given addi-
tional money to set up demonstration-
visitor center sites where workshops,
training sessions, and technical con-
sultant services are offered by project
staff. In the Exemplary Programs and
Practices area, contractors will evaluate
practices and programs of particular
priority areas; such practices will be
validated, and demonstration centers will
be sat up at the sites where the most
effective practices are found. This

type of "validating" procedure is
exemplified in a project in which ten
model reading program6--been
selected from 100 for further dissemin-
ation; three of these ten programs have
subsequently been set up as demonstra-
tion sites. Project staff on the sites
split their time between on-site
demonstration work and consultation
work. They may use funds for holding,
workshops, training sessions, and the
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Generally speaking, since USES and
ORD staff know each other on a personal
basis, the basis of a good relationship
exists. However, functional, organiza-
tional, and geographical separation
make this linkage excessively difficult.
The added fact that under decentraliza-
tion USES and OEDP have little control
over what state employment services
choose to do, makes communication of
research findings to the states through
bureaucracy very difficult. Staff in
the Division are increasingly realizing
the importance of linking to the state
and regional offices, given their added
power and autonomy. Yet a study con-
ducted last year in the Office of the
Deputy Manpower Administrators indicated
that the regional offices knew least
about OPER (including ORD and OPE) of all
the Manpower Programs.

On the other hand, there is regular
Input to various levels of professional
practitioners via the "Manpower Research
Visibility" section of the American
Vocational Journal and through Manpower
Magazine. We have no knowledge, however,
of the likely impact on readers.

Another tactic in developing channels
to users is to employ certain user groups
themselves in promulgating or.developing
findings (this strategy has been called
"utilization by subversion"). Examples
of such contracts sponsored by the
Division include the contract with the
American Bar Association (ABA) In
which ABA is promotinc the results of
an earlier law study; the National
Civil Service League (NCSL) is contracted
to develop new model civil .--vice laws
and'to stimulate public hiring of the
disadvantaged in the new emergency
public service program. Both of these
contractors are professional organiza-
tions outside of the Manpower Administra-
tion.

Recently, the Division has been
encouraging the use of media other than
print to develop channels with greater
potential impact. Manpower Science
Services, under contract, is translating
written materials into cassettes and
films for self - Instructional courses to
be used by practitioners. This is, as
yet, being done on a limited scale.
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SRS Research Utilisation Branch

people have been under little pressure
to utilize the research results of
ORD themselves or to relay such re-
search to the state and regional pro-

grams. Some respondents felt that
there were no "rewards" for having
such a commitment.

Some ties with professional
organizations such as the National
Rehabilitation Association and the
American Foundation for the Blind have
been established through project fund-
ing.

It Is noteworthy that RUB has
been experimenting in-house develop
a new channel, particularly to the
practitioners. A staff member is
presently developing multi-media
techniques to relay information. To

date, experiments have centered
around audio-visual productions based
on selected R&D Briefs. However, pro-

jects considered in the future 'pellicle
the development of a "moving audio-
visual van" experiment. This van would
travel to various local agencies and
present information on current SRS
topics yia motion pictures, slides,
pamphlets and other media.



N1MN Mental Health Services Desiopment,Branch

tacts which come from the central office
to the Regional Offices surfaced at
the conference, indicating that an
efficient NIMH-wide channel has not
been developed yet for all of the NIMH
programs.

Channels to the various professional
groups appear to be developed by staff
members through their participation

in professional associations and con-
ferences; these channels vary across
the agency, depending upon the particular
definition of clients. However, channels
to practitioners are not developed among
all of the units, and the extent of,
these channels appears to be based on
the orientation of the specific units.
For example, the MHS Program Division

-has been described as being "vertically"
oriented, with staff using cohsuitation
as a channel to practitioners. On the
other hand, the Division of Extramural
Research has been described as being
very "horizontally" oriented, with most
channels open to researchers and not
to service personnel.

OE National Center for Sclucatfonal
Communication
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development of manuals and other pro-
jects. The Dissemination Programs
Branch, which has been responsible for
such projects, has developed some of
the general publicity materials for
the sites originally Identified and
has distributed them nationally.

PREP output is also used for con-
ferences and workshops with state
agency people as a means of reaching
the practItiioner, as are the Exemplary
Practices installation efforts, and
the Educational Products Display.
When the Display is brought to a site,
consultants from the Labs and R&D centers
who know the products being displayed
accompany, the exhibit. Personal
consultation with staff members of the
Educational Materials Center (in the
lobby of the DE building) is given upon
request. The primary purpose of this
latter display is to exhibit school
materials produced by NCEC, other parts
of DE (e.g., OPA), professional associa-
tions, and commercial firms.

One channel NCEC uses to pro-
fessional associations is the maintenance
of an "invisible college,network" to
insure that they are represented at
major conferences and professional
meetings. Staff members have served
as resource people for such organiza-
tional meetings as AERA, the Association
for Supervisors of Curriculum Develop-
ment, and the American Association of
School Administrators, and workshops
have been conducted to develop a general
awareness of ERIC, an awareness that is
felt to be a problem among practitioners.
All of the Clearinghouses answer ques-
tions and send out newsletters which
report on the latest developments and
issues. The Clearinghouse staffs have
close associations with their pro-
fessional groups and many staff members
have columns that appear In professional
Journals. However, it was felt that
there have been too few products created
by the Clearinghouses which are directed
toward the practitioners, such as how-
to-do-it manuals.

The Copyright Program was made
a part of NCEC because the function is
considered to be a part of dissemination
which transcends any Bureau. It faciti-
tates channels to practitioners by
allowing developers to make money and
by bringing in private sector distri-
bution channels. The programbegins
where ERIC leaves off; it is intended
to facilitate publication and wide



Maximal DBU System

d) consumers in their field
of concern`

and

e) the general public

M.A. Division of R&D UtiGiaation

d) No sustained Information channels to
dle unemployed, hard-to-employ, under-
4mployed, or job seekers are apparently
available, because this function may be
assigned to the Manpower Administration's
Office of Information. However, in
some cases, special mallouts have been
conveyed, with a cover letter; to seg-
ments of this group, e.g.', mallouts based

,on the "Study of Negro Employment in
the South" were sent to 125 people in
Memphis, Tennessee.
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i3itti Reaeuroll Utilisation Branch

-,(1) No dkrert information channels have

been established by RUB to the disabled,
the elderly, public assistance clients,
or W.her needy.potential users among
SRS client populations, although some
audio-visual productions have been
prepared by other pa-its of the organi-
zation.



NI* Mental Health Services Development Branch

d-e) Given that one of the missions of
NIMH includes the prevention of mental
illness, the consumer group In this
case would Include the general public.
For this group, several channels have
been developed within the Office of
Communications. Short television and
radio "commercials" have been used
periodically to alert the general public
to specific mental health problems. As
noted earlier, a contract sponsored by
the Clea$-inghouse recently has begun In
which 20 Fact Sheets will be developed
for the general public on selected mental
health problems.

0

OE National Center frr Educational.
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dissemination of OE-subsidized R&D
products and materials, e.g., audio-
visual packets which cannot go into
ERIC as well as "thick" books that are
too big to put into ERIC. The decision
of where to put the product (in ERIC
or the Copyright Program) is left up
to the developer. The Publishers Alert
System is designed to assist developers
in finding appropriate commercial out
let, for their products; if a developer
has a product that he wants to publish,
he fills out a form and sends it to
the Copyright staff. The form is then
turned over to a contractor who pre-
pares an announcement and sends this
announcement to publishers.

Some important D&U activities take
place outside NCEC. The Bureau of the
Handicapped is setting up a national
center to disseminate curricula and
other products of their Bureau; they
also have "media centers" for dissemin-
ation purposes. The Education Innovation
Fair, sponsored by BESE, hi:s influenced
a few states to conduct fairs on their.
own, e.g. , the New England Regional
staff have net and presented projects of
their states to other states. Annual
reports to the states have also pro-
vided some "cross fertilization" among
states. In the Bureau of Adult Voca-
tional-Technical Education, some of the
RCU's print and disseminate booklets
to all of the school districts in their
states. These booklets highlight
materials that have appeared in ERIC and
note how and where the documents a're
available as well as adding things with
a "local flavor." leaflets developed
by some RCU's on the latest studies
for particular groups include the 200
word abstract produced by their Clearing-
house. The abstract is put into their
quarterly journal, ARMS, which goes out
to the states; the journal also contains
abstracts of completed reports in this
research program. Dissemination also
occurs to the professional groups.

d-e) NCEC has little direct contact
with the public, parents, or students
apart from the exhibits and book dis-
plays which are located in the lobby
of the OE building. Primarily, the
Office of Public Affairs has this func-
tion.



Maxima: 04U System

f) they should be able to
build such channels bet-
ween researchers and their,
knowledge base and these
various audiences

4.25 TO WHAT EFFECT: The
acceptance and incor-
poration of the messag4
by the receiver.

The maximal DSU system con-
tinuously monitors user

,

audiences of all types (poll
-cy,,producer, etc.) to

determine if communicated
knowledge js being secured
an'd used and to evaluate the
effectiveness of messages
And channels. It also
should be able to use such ,

evaluative information to re:4
design the system of D6U.

it

N.A. Division of R4I) Utilization

e) Press releases were cited as an
let for important findings.

f) The Division of R&D Utilization puts
special emphasis on bringing researchers
together with both decision makers and
practitioner-professionals at the point
at which their findings are becoming
available. Sometimes contracts are
given for the arrangement of such con-
ferences. For example, the Brookings
conference brought together researchers
and users to discuss findings of the
WIN programs. A model developed for
another type of conference was exempli-
fied in the University of Wisconsin

conference involving regional and state
employment service and mental health
staff, with technical assistance follow-
up provided to participants after the
conference. Efforts are made to target
these contacts on an ad hoc basis. Much
energy goes into these efforts at person-

to-person linkage, and they probably are
effective in building a network of sorts
between the research community and some
of the practitioner audiences; but,
coverage is bound to be far short of

the total.

The Division has also developed
the strategy of using researcher as

consultants or "purveyors" of technical
assistance to user groups in such pro-
jects as Work Sample As5essment,' NYC
Goes to College, and Youth Tutoring
Youth.

The Division does not monitor audience
reception, except in the most informal and
limited way, generally where personal re-
lationships already exist. The Division
informally does get some indicators of
audience reception in the following ways:
through evidence that findings have been
incorporated into programs, general practice,
or legislation (a chapter in the Breakthrough'
compendium was devoted to a discussion of the
influence of RID findings on legislation
andfthe R60 Chapter of the 196° Manpower
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SR' Research Utilization bran

e) Under the auspices of "Project
Alert," a channel has been set up in
which timely pieces of research infor-
mation will be sent from ORD to the
Office of Public Affairs (OPA), and
from OPA to the mass media, i.e.,
news releases, television, radio. In

conjunction with OPA,an RUB staff
member has developed a television pro-
gram, video tapes, and other materials
suitable for a general audience.

f) RUB builds these channels in two
ways: (1) by planning and sponsoring
conferences with users and researchers
In attendance (four during 1971) and
(2) by funding researchers to serve
as consultants for clients. An
example of the latter is the project
at the University of Wisconsin RRRI
in which a "Visiting Project DirectOr"
will serve as a consultant. In general,
all of the RRRI's are mandated to
provide consultative services to the
state clients.

In the past, audience reception has
been monitored by RUBIn various informal
ways: by obtaining c mments from program
staff on specific re earth reports; by
using the RU Specie fists as sensors and
also obtaining their opinion and feedback
on various expert ntal efforts; also by
asking the readers' of the Briefs via written
questionnaires lfithey want to continue

Dave been planned In the

receiving them. However, some formal eval-
uative efforts
1972 R&D Strategy. RUB is sponsoring an



t.'

NIMI Mental Health SeroEoee Pecelopment Branch

f) There have been scattered efforts
to build channels betwe2n research, ;

and practitioners, although there was
some concern over the lack of channels
even between the basic and more applied
researchers themselves. The ll4SV has

begun to use administrative supplements
to allow the grantees to hold speOal
conferences and to provide active
consultation to other potential users.

The Center for Studies of Narcotics
and Drug Abuse has cited the use of
conferences in a few cases to bring
practitioners and researchers together,
although most of the con', -ences that
this unit has sponsored have been designed
for researchers themselves. The Center
for Studies of Crime and Delinquency is
at:empting to build up pools of re-
searchers and experts who will be able
to provide technical consultation to
practitioners in their particular areas
of concern. However, such channels are
just opening up and there has been little
funding available for this consulting
activity.

The monitoring of the reception of
various audiences to research-based informa-
tion appears to be done on a decentralized,
informal basis.- Several divisions cited the
use of Informal feedback from researchers as
a means-of-monitaring the adequacy of infor-
mation. The Clearinghouse uses tabulations.
of Inquiries as a means of getting feedback
for, its operation.. They are also developing
a user reaction form.

OE Nati:.nal -en!,T v Educational

Communication

f) use of workshops, training
sessions, and technical consultant ser-
vices for some sites may serve 23 a

channel between users and researchers.
There is a dichotomy between research

and instruction which has been a matter
of status, with sanctions built in for
crossing the line. Historically, there
hat been no.effective channel for
communication between researchers and
practitioners; "researchers talk to
researchers."

In NCEC, there are evaluation studies
being conducted of the Pilot State Dlssemina-
-tion Program, on the Educational Products
Display, on ERIC, on various programs and
products of the Clearinghouses, on the
.Exemplary Reading Practices, and on the
Educational Communication Program. Present-
ly, there Is no formal mechanism set up to
.get feedback from users, although it
was felt that the Clearinghouses could do
more of this if so funded. The extension'
agents are expected to serve this function:
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Report also discussed this topic); through
the presence of discussions on R&D in user
organs, such as in the Employment Service
Letters and in the many specialized magazines,
alio by the number of requests they receive
for information and reports.

Specific projects have been designed to
study user impact. For example, a pact of
the contract for developing the "Research
Visibility" column in the American Vocational
Journal requires that a user-impact survey
be done. The Experimental Manpower laboratory
of Corrections has also tried to survey users
and to analyze use of its projects on a
decentralized basis.

-184-

Sa:i t Ft. vi 4;

evaluation of the effectiveness of the RU
Specialists. A nationwide sample study is
also planned to obtain users' perceptions
of the usefulness of the R&D Briefs. In

addition, RUB has proposed a field vali-
dation study of projects which have been
considered as exemplary or effective.

All of the RRRI's have a responsibi-
lity for evaluating the effectiveness of
dissemination and utilization. For example,

in Region 8 (Denver), the RRRI has surveyed
the whole region and maintains a feedback
mechanism to determine what information is
seen as relevant by users.

ORD is planning to become involved in
"testing" the acceptance of research pro-
ducts through their "management review
process." They plan to produce findings
from R&D projects which have relevance for
program operations on a semi-annual basis
and sew: these to agency administrators
and policy makers. These administrators
will then be asked what they have done, as
heads of their programs, to implement the
findings. A similar procedure has been
planned for all ofHEW at the instigation
of the Office of the Secretary.
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however, the MIS)! has developed more
formal means fur momitoring audience recap-
tion. 31 the termination of prujeots, tte
branch responses from ptojett
developers as to hdw well they think they
have bees served by the Itranoh. At the same
tine, oro,:ect OrectOrs are asked to cite who
and how many persons use the prefect results.

Vaoioos, oesearce projects have been sponsored,.
by the Vancr 10 determine how practitioners
utilite "'formation and also what typel of
prolects are best received by clients. rot
example.. as h part of the fairweather project
woioo fu. used on the development o?'"community
lodge" enviers, the project director screened
various .tart memeors in hospitals to determine
wetter the rr,ults of projects were actually
being used. An in-house study being conducted
in enothor port of the MOS Program Division is
looking at what information is going to the
regions .0101 how this information could be

',ore precise. Yet in no part of NIMM does
toere apcear to be a omit respersibie for toe
morotoriog of atodieete receptions at various
levels.

Vir1.041 t

as the agents work to install innovations
produced by Of r CE-foeoed projects. NCEC
hopes to establish a feedback loop between
tht rnstailing.atiencs and the pruduciny agency.
lnrough liaison, KEAD or NIL) and tt)e abs
wOuld theurelAtalla be able 1.1 get information
from the agents /Ina the retrieval teeters on
the gaps in .research and in their knowledge
boo.; In the Pilot States, Iris feedback
was done on a close reporting procedure,
but it was felt that it wouldn't be possi-
ble in a larger syStem as it was even eiffI-
Out t when the ten additiorial state and local
information centers were funded in the
fllot State Project. Althouyh there is very
little feedbacO.received-on an organized
basis, some indication of reception does
come in certain products, e.g., they can
show how many schools have installed demon-
strations and have spent money for it.

NCEC is negotiating with the Office of
Program Piaci/fin% and Evaluation (OPPE) on
the type of evaltatioe system for their
eft/erosion system; OPPE wants to count the
number. of new products installed, whereas

iliac wants to count the goober of people who
ask questions. Addltioeally, KEG wants to
include other kinds of evaluation indices
such as counting 'rational rejections as
wins." increased utilization of the system.
And increased speed or decreased cost of
adoption of a new program as evidence of
Success. No feedback -is presently received
from publishers concerning the Copyright
Program, although OPPE has beer' asked to
fund a proiect that woulO look at these
comments and feedback; one respondent felt'
that such a study would be considered low
priority, however.

There is a contract with a Clearinghouse
to test user reactions to the Edocational
Materials Center and to assess the needs of
the display visitors; these data will also
be used in a sob-contract to a design firm
Concerning a permanent display structure in
the lobby of the OE building. Materiol that
Is on display is not evaluated by %CET. staff
members; instead, they try to get public
reaction to these exhibits. ERC has con-
tracted a study on QUERY users; although
they receive feedback from usero of the
search service, there is no formal system
set up. Some of the other centers do solicit
feedback by appending brief ouestiooeaires
to search request responses. ERIC schedules
yearly meetings with Clearinghouse people to
share ideas and discus: problems. Two eval-
uation projects of ERIC product, are the sur-
vey completed by the University of Indiana
on the use of ERIC bibliographic tools and
the contract with the Systems Development
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4.30 User Helping

The maximal D&U system
should be able to help users
implement, install, and
adapt ,nnovations based on
R&D by training users in
research utilization and
resource retrieval. Addi-

tionally, maximal D&U acti-
vities should include devel-
oping user openness and the
capacity to accept change
and R&D. (There is some
overlap between user help-
ing and "User Self-Servicing,"

Function Set 01.)

M.A. 1.):vision

The Division does not have any in-house
capacity for user helping beyond the referral
to persons and print sources. It Is not
clear whether ORD as a whole sees itself as
a "user helper" or not. In any case, the
Division does lot nave the resources to be a
"user helper" beyond individual, informal
cases.
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It is clear that there is some concern
in SRS to provide user-helping services to
various groups. The new Office of Organi-
zational Development will promote such
capacity bulldiro among federal users in

SRS. The RUS's, the RUL's, and the RRRI's
have some responsibilities to assist users
in this manner at the state level by means
of their consultative efforts and personal
contacts. RUB does not have a major respon-
sibility for this function and, given limited
resources, expansion in this area is not
likely. The role of RUB In this effort pre-
sently Is more that of a linker to the
various attempts that are occurring now to
help users on a decentralized basis.
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Although much of the work involved in
field consultation visits to mental health
centers relates to administrative activities,
e.g., monitoring, MHSV and Regional Office
staff also attempt., to provide technical
assistance to the centers during these visits.
The Children's Mental Health Task Force is
aimed at Improving the knowledge for technical
assistance on the part of NIMH'and regional
consultants, and a portion of the Human
Interaction Research Institute project will
be designed as a training project to enhance
Branch staff members' skills in consultation
to promote change.

The Branch has funded a few training
grants, and In one instance a training grant
was used to fund a study on the training of
mental health personnel in the use of operations
research techniques. Staff in the Children's
Mental Health area are setting up local train-
ing institutes within centers with model pro-
grams and are bringing in regional people.
This effort was cited as the first Branch
endeavor in the use of researchers and staff
as a cadre to work with users; however, it

was not known whether the Branch would develop
this activity on a systematic basis.

Manuals developed by MHSV on how to use
information and on how to plan for creative
change are designed to help users.

Natf.)n.i: na:
',.-vnr7Loli cat

Corporation to evaluate the "quality' of
various ERIC publications. One responient
felt that ERIC was trying to find out about
user needs by packaging the material in

the best way that they know how to (based on
D6U literature, etc.) and then learning from
the reactions, repackaging, learning more,
etc., in a continuous cycle.

There are attempts to make sure that
the dissemination efforts of NCEC are work-
ing through an independent validation process
included in the Operational Planning System.
For example, in the Exemplary Program Series,
an RFP is issued for a validation contract;
collaborative criteria development is dune
with the substantive Bureau involved; NCEC
checks to see If the criteria is being applied
rigorously enough; and finally, the program
is reviewed by an OE-wide dissemination board.

In the Bureau of Adult Vocational-Tech-
nical Education, two studies done by out-
siders were designed to evaluate the RCU's
operations over the fast seven years in
terms of how well they have met their objec-
tives.

"Developmental assistance" to local
educational practitioners is primary
goal of the extension system. Agents of

the system are supposed to engage in problem
diagnosis as well as knowledge linking and
follow-up activities to help clients along
toward the adoption and implementation of
innovations and the utilization of research.
The extension agents have held fgrmal con-
ferences to make people aware of informa-
tion as well as workshops and consultation
activities to go beyond just awareness.
The local information centers, dissemination
representatives, and the demonstration-
visitor center sites are also part of the
"national linking system" of NCEC to pro-
vide technical assistance in planning and
implementation of problem-solving efforts.
Technical consultant services and training
sessions are also utilized as channels
between users and researchers.

In assisting other organizations in
setting up their own information centers,
ERC staff hope to provide consultation and
training; staff members from other centers
have been trained to negotiate questions
and to provide help. As part of its Exemplary
Programs and Practices Rrogram, NCEC has also
sponsored "installation" protects which in-
clude such features as demonstration centers
or training places where local school people
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will have better access to information.
Last year, as a beginning, special installa-
tion subsidies were given to support installa-
tion of three innovations the Minl-Course,
the Multi-Unit Schools, and the SWERL read-
ing materials; there will be a few more
funded this year.

The Educational Products.Display Is
traveling exhibit of ten research-based,
commercially-produced products which is
taken to about 20 or 30 sites a year. The
exhibits include audio-visual displays and
other products which tfe into the priority
areas of OE. An array of alternatives are
accompanied by 110 Lab and center consultants
to help users decide which products could
best serve as solutions to their particular
needs. In "pushing" educational products
or innovations, staff members train educators
to use the products. Publishers working
through the Copyright Program often demon-
strate their products at conventions and
send salesmen out to install the products.
NCEC project officers also provde'develop-
mental assistance to the project in terms of
"technical advice" to project officers.

Ohe of the unresolved issues concern-
ing the extension system centers around how
to train agents to be technicaily proficient
demonstrators and installers for alarge
number of products; bringing in consul-
tants and holding user conferences have been
consiuered, but there are problems of fund-
ing and overload of information associated
with those ideas.

In BESE, program support packages have
been developed that include visuals, hand-
books, and documents regarding guidelines.
The "Awarent.ss Sessions" .5nd "Adoption
Clinics" of the Education Fair are designed
to bring potential adopters and producers
of innovations together; staff members will
follow up by assisting the states with
dissemination activities of their own. BESE
"leases adoptions" through providing money
to local demonstrations, bringing potential
adopters to tie demonstration sites, putting
users In contact with peers who may provide
assistance, and then offering a relationship
In which Interested people can get technical
assistance for installation efforts.

One non-NCEC respondent expressed the
view that presently there are no rewards
for local school systems to accept innova-
tions and there is a lack of financial means
for the adoption of new changes. Additionally,
although outside pressures for school improve-
ments may allow a climate in which R&D pro-
ducts can.be marketed, these pressures also
act as inhibitors since there may be built-
in resistance to change.

-189-



Furct;on Set #5:
MICROSYSTEM BUILDING

MarmaL .L4stam

5.10 lnterchange

The maximal D&Li system
,ets up many types of
iituations in which users
of all types (policy, prac-

tice, consumers) can enter
into immediate face-to-
face dialogue with R&D
personnel. These situations
are distinct from meetings
"et up for reportin9. by re-
searchers to a special
audience which would have
the purpose of dissemination.

5.20 User-Collaborative R&D

The maximal D&U system
sponsors some projects ill!
which users and R&D pers
work as colleagues in all
phases of problem-solving
on a particular user need
area. The situation in
which the R&D person is
himself a potential user is
a special case of this user-
collaborative R&D. (This
special case could also be
subsumed under "User Self-
Servicing," Function Set
01.)

n !

One of the earliest cm-Actg.-assumed by
the Division and others in ORD, and emphasized
since, was that of setting up a system of
interchange between researchers and potential
users, as well as staff of the R&D program.
originally, such interchange sessions were
organized on a formal basis: two committees
were set up, with one containing USES, BAT,
OMR, and other staff. Such meetings were
carried out to promote face-to-face dialogue.

However, thes intprchange sessions are now
conducted on a less formal basis. Seminars
with researchers and staff of the M,A. were
also conducted for a time as a source of in-
service training; these sessions also served
as a source of interchange. The purpose of
this interchange model has expanded over
time to include encouragement of active
adoption as well as dissemination.

Another medium sometimes used fog this
strategy has been conferences. To insure
that interchange actually will occur and
not just "reporting" by researchers, briefings
and other materials are sent to participants
before the conferences, and pre-conference
meetings are held to discuss information
needs of the participants and other strategies.
Examples of such planning include the WIN
Conference .onducted by the Brookings Institute
and a series of sessions on the "manpower
needs for notional goals of the 70's."

The Division and other ORD staff members
have consciously used this strategy. In the
Division's model of "projects as disseminators,"
user involvement is encouraged through the
requirement that utilization concerns be
incorporated into.the early stages of projects.
Projects which focus on particular need areas
have been designed to insure user participation
in the development and funding of the project.
For example, in a study contracted to the
Battelle Memorial Institute on training needs
of three Michigan cities, various users were
involved in project development: USES,
vocational educators, the Governor's Office,
and HEW.

- 1 90 -
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Although not necessarily the responsi-
bility of 'RUB, there are present or potential
sources for interchange among R&D personnel
and program people. Through the various
In-house task forces and committees, discus-
sion and exchange of information could
service both staff groups. The new manage-
ment process in which "teams" of program and
ORD personnel design the research program
could also serve as a source of interchange.
However, there may be danger of this proce-
dure not providing useful dialogue, but
instead becoming a formality--success may
depend on the openness of those involved.

RUB has been experimenting with the
t.se of researchers "on-demand and on-call, "
a technique adopted from the "Visiting
Psychologist" program of APA, They have
funded the University of Wisconsin RRRI to

provide consultative services to the state
Departments of Vocational Rehabilitation.
Some conferences planned by RUB may also
provide a source of interchange, though
only on an occasional basis. Examples of
such conferences that go beyond dissemination
of specific project results would be those
with a research utilization focus. Some

of the RU Specialists have conducted RU
conferences In their designated regions.

. _

The special case of the researcher him-
self as a potential user Is important in
the R&D programs .of SRS. It was felt that
when users in the states perform the pro-
jects themselves, they are much more likely
to adopt the useful findings. The example
cited was the Section 1115 demonstration
program of ORB, in which single service
state agencies can be the only recipients
of the awards. By the time the project has
ended, It was believed that useful project
results have already been incorporated into
the state programs.
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Traditionally, the MHSV has assumed
that thy researchers themselves should
have a primary role in DEW efforts. In

a few cases, to encourage the researchers
to do so, they have funded grantees to
hold special conferences on their projects
and also to provide consultation to potential
users it order to provide a soufce of inter-
change. It was noted that a few projects
nave been funded in which researchers have
set up training seminars or workshops on
administrative and service concerns of
the mental health centers. However, with
the limited funds for encouraging this
type of activity, the Branch has not been
able to develop the full potential of
these interchange situations. Within the
Center for Studies of Crime and Delinquency,
interest was noted in promoting interchange
between researchers and practitioners
through the use of funding for consultant-
type services.

Gra,ts which the MHSV sponsor are split
between those to center -type researchers
(i.e., mental health service personnel) and
university-affiliated researchers. Among
the form-!r type, there have been projects in
which the producer-user has developed speci-
fic tecnr:ques and "as spread such techniques
to other potential users. For example, in

a projec- conducted by a Minnesota mental health
center, 4 goal attainment scaliny instrument
was deve oped. The project staff are pro-
moting this scaling device themselves through
the deve opment of manuals and the establish-
ment of al network for subscriptions and
monthly reports on scaling. An example of

N11: PkI e I. 4! :

NCEC generally appears to have tittle
direct involvement in microsystem building
between researchers a, a whole and practi-
tioners throughout the educational establish-
ment. This is understandable,given the
size of the system, the limitations on the
assigned mission of NCEC, and the origin of
NCEC as a print-based research information
collecting and disseminating agency.

NCEC does not promote interchange as
a matter of direct and deliberate policy.
On the other hand, it is undoubtedly true
that the ERIC Clearinghouses, through their
involvement in professional associations,
do bring about many exchanges between persons
who can be defined as primarily "researchers"
and others who could be defined as primarily
"practitioners." .

The function of interchange is undoubted-
ly carried out within many Divisions of USOE
via special conferences and consultations.

No attempt could be made in our study to
enumerate or assess these many activities.

Within NCEC user-collaborative R&D is
carried out through the Targetted Communica-
tions Program. Researchers who apply for
these small contracts ($40,000-$50,000) are
supposed to involve users directly in form-
ing specifications for the interpretation
of and in shaping their final product via
small conferences, consultations, or other
means.

Outside NCEC we are sure that many
user-collaborative R&D projects are carried
on although we were unable to evaluate them.
For example, many regional Laboratories and
RSD Centers have over the years established

1 9 1
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5.30 Integrated RDD&U

Program

The maximal D&U system
sponsors programs in high
need priority areas in
which the full cycle of
problem-solving from need
to integration of solutions
is planned, organized, and
arranged to insure both
relevant R&D and utilization.
This does not necessarily
mean that one project or one
project dir2ctor must en-
compass this whole cycle;
rather, it can occur over
time in a series of projects.

'7

1.0
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The Division and other ORD staff have
funded potential users themselves to manage
projects and disseminate results. An example
would De the work contracted to the National
Civil Service League (NCSL), a potential
user organization of'its own results. NCSL
has developed a new model of civil service
law with guidelines that could be used by
local or state public agencies to enable them
to hiYe large numbers of unemployed, dis-
advantaged people should funds become avail-
able. When the Emergency Employment'Act (EEA)

was passed, this topic became a relevant area'
of need, and NCSL provided needed guidelines
for the EEA staff. A need for a study such
as the Work Sample Project was indicated
by an in-house committee. This Work Sample
Project was originally installed as an
adjunct'to the-Philadelphia Employment Service
Office and was monitored jointly by USES and
what I. now ORD. The model was then used
on a much wider basis by USES.

An earlier means to encourage user-
collaborative R&D was the establishment of
the E&D unit in USES from 1966-1968; the unit
collaborated with the E&D program within
OSMP (now ORD). However, this unit in USES
no longer exists.

The Experimental Manpower Laboratories
are examples of such an integrated program.
The Labs are apparently set up in priority
areas of need, such as training for the dis-
advantaged, rehabilitation of offenders,
etc. Such Labs look diagnostically at
problems and design, experiment with, and
test new techniques in an operational setting.
The Laboratories also build on knowledge
developed from earlier projects. Results

of the numerous experiments are promulgated
by the various Labs by means of publications,
conferences, newsletters, etc. and can be
adopted for use in the larger manpower
system.

The "buddy system" could also be a
mechanism for this, assuming that the topics
of research can be influenced by this system,
that the researcher -i-s-4nvoived via the
"buddy system" until his project is trti-4-i-zett,

and that in the "buddy system" there is some
recall or feedback when necessary from
previous projects monitored by the "buddy"
and the project officer. Although not always
through the "buddy system," some Division
staff members use their 'knowledge of sub-
stantive problem areas to integrate R,D, D&U
efforts.
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The RU Specialists have also Dee, ,n-
olved in collaborative efforts. For

xample, results of aiproject on the deaf
ere used by the HU Specialists and three
state-level staff to plan small, user-
oriented conferences at the state and local
level. cr.

. ,

Perhaps the best example of this type
of effort can be seen in the program of
Public Assistance in Vocational Rehabilita-
tion (PAVR), in which projec'ts completed
over several years were picked up and
integrated with new program planning, in-
volving the users of many different levels
in the planning and utilization as the new
program developed. The Administration has
been concerned with rehabilitation of the
public welfare recipient for several years.
This priority area was allocated expansion
funds of $26 million, given the success
of earlier demonstration projects. RUB
then took the initiative and involved staff
In RSA, the RU Specialists, and one of the
RU Labs in several stages of program
planning: the RU Lab in New York (ICD) did
some field engineering and developed 'a topic-
,centered clearinghouse in this area on
rehabilitation of the welfare recipients;
these groups were involved in a workshop to
develop training guides regarding the
servicing of this new client group; a
national conference was held last fall to
disseminate the training material.
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a collaaorati4e type of project involving
the latter type of grantee is the project

recentli initiated WhiCh will be conducted
by the American Institutes fol- Rese4rch in
collaboration with the National Council of
Community Mental Health Centers. This pro-

.ject is designed to match solutions to
problems which riave'been identified by the s

Centers through their National Council.

a

The entire MHSV Branch is set up to
integrate RDD&U around particular problem'
areas, These problem areas were originally
selected in-house, with the three-phased R&D
process used to promote the Quality of service
in each .if these problem areas: 1) identi-
fication of need and problems for change in'
'services, 2) search and research to pro-
vide direction for effective change to solve
problemsand meet needs; 3) promotion of

diffusior and adodtion of,innovations through
planned change. Thus, ROD&U are encouraged
around each problem and priority area of
the Branch. One staff member noted his
change it orientation from concern Over how
researcn ideas could be "marketed" to a new
approach: "let's go out and see what the
problems,are, who needs help in changing, and
then look back and see what research is
necessary."' Some of the Centers in the
Division of Special Mental Health Programs
atso have been set up around high priority
areas, with combinations of research, train-
ing, and sometimes services all focused on
tile priority concern.

a network of contacts with practitioners on
their localities. In varying degrees, de-
pendinifon the user-orientation of Lab or
CenterWanagement, these practitioners are
invited to participate it the planning and
development of products -and the conduct of
research even though there is no particular
official sanction or reward from Washington:
for doing so.

The middle 1960's saw an-evolution in
the USOE's understanding of the for

integrated RDD&U. However, this evolution
of understanding has occurred in that order,-
i.e., .from an initial concern for Reeear.^h
in quantity and quality to'an awareness of
the need for Noelopmcnt as a separate act i-
vity building on research, to Oinneminatin
as an activity of national distribution of
the output of R&D. Now, gradually there
seems to be increasing recognition that
even dissemination is inadequate and that
users need help in adapting, installing,
and Integrating R&D products in their every-
ay work.

With this increasing awareness, the
rote of NCEC has become more salient in
the thinking of OE planners and policy makers.
Thus, for example, they have become increas-
ingly involved in assisting Regional Labora-
tories in the diffusion phase of large scale
development programs such as the Far We,t
Lab's Mini-Courses.
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The concept of "spin-off" from one
project to larger programs 61 other RF,D is
recognized throughout the R&D program. An
example which follows this function is the
inmate Trai.ning Program. This program
originated in a series of EEO projects in
the area of correct irons and inmate training.
The findings were passed through a "policy
development process": many practitioners
were involved in the development of the
program (staff ir(corrections, employment °
service staff, etc.), legislation was pro-
posed and secured, and a training program
was launched as a result of "conscious decisions
based on policy papers that had been developed."

s
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Other projects such as the RU Laboratory .

in the Chicago Jewish Vocational Service (JVS),

P also center their efforts around an inte-
grated program with a specific topic focus.
The JVS has conducted a whole range of acti-
vities, from surveying needs to replicating
projects over time.-
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However, the most salient example of
the integrated ft0UsU programs appears to be
in the HSHV efforts that are directed towards
the cni'dren's area priority. Efforts have
included the develoument of a "cadre" of
in-nouse experts in this area, with the cadre
broken cowl into 3 operwting sub-committees:
I) one sub-committee is developing a list of
needs and program emphases for this area;
2) one sub-committee is developing models with
which to coordinate consultation to the field
and alsc is outlining resources within N1HH
and other agencies which are available to the
regions and others; 3) one sub-committee is
actually working on the development of
childrer's programs. Also in the children's
mental health.area, sole local training
institut.s have been Set up,in centers with
model programs, with these workshops being
"how-to-do-it" oriented. These efforts are
not based on single programs 'or pieces of
research, but rather are based on a combin-
ation of research, demonstration, and even
service programs. One staff member of the
Branch noted that this effort in the children's
area has been the most well planned and
"catholic" effort designed by the Branch.

'en:, r r

In spite of increasing'involvement, hove
ever; NCEC is still not involved in the

of concentrated RED progrdm thrusts;
however, the word "integrated" may be mis-
leading. Generally, NCEC begins involve-
ment in the ROD&U sequence after it has
reached some form of "product" status and,
long after the basic research and need
definitional activity'has taken place.
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6.10 macrosystem modelling

The maximal DLU,system

should have a coherent and
consensual ,mage of tne
evolving macrosystem so
that gaps and pointszof need
can be identified and moni-

tored.

4

6.20 PIacrosystem monitoring

The maximal DELI system
should be in a position to
moni r the macrosystem,
i.e. to Xunnel the streams
of " ocial indicator" data
whit assess the current
health of the system and
the cnanging needs and
problems of users.

M.A. :q,1.4;.

Images of the systemic framework within
which ORO and the Division are placed are
seldom made explicit. Organizational charts

are not in evidence, and the notion of a
system of delivery of manpower services,
either nationally or locally, is not always
detailed. Hence, it is difficult to pin-
point weaknesses in the chain of communication,
service delivery, or need expression. Some
difficulty arises from the relatively young
discipline of "manpower" itself, which has
grown primarily in the 1960's: "everybody
is a self made expert from various back-
grounds."

Nonetheless, it is clear that thought
is given to this and that there is some con-
cern over modelling. In a memo dated 1969,
the Division Chief stated: "...the utilization
function...must be seen as a system, and must
be organized so that It functions as a system...
The' full goal is a manpower system...which Is
continually absorbing and using new ideas,
new techniques, new forms of organization,
new ways of delivering services." The Divi-

sion Chief has also promoted contacts among
the Dal staffs of various agencies to "see
where utilization fits Into the total system."

This is not the responsibility of the .

Division. Rather, staff in ORD, OPE, and
higher levels of the organization have res-
ponsibilities to keep attuned to such data
and relay this data to key policy makers.
Use is made of program evaluation reports
and "external facts," e.g., demographic

projections, unemployment rates, etc., to
monitor, the health of the manpower system.
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Although RUB has had no formal juris-
diction to utilize findings from all the
research programs in SRS, it has been
working toward the development of an SRS-
wide utilization system. RUB has proposed
a study to design such a system and has
been working via task forces and in-house
written materials to promote this idea.a

However, one of the problems in the
' agency has been the lack of a common per-
ception of the system. The various bureaus
and research programs have been based on
different legislative authorizations and
the formerly separate programs have tradi-
tionally had their own constituencies, their
own funds, and their own modes of operating.
Various offices other than RUB have been
working to develop a coherent image of
the agency. The new management process.
involving both bureaus and research staff
in defining and carrying out agency objectives,
may be a means to define the system. The

action of the Office of the Secretary :n
withholding tunds for a time from port,c---s
of the research program may have also Peen
intended to force awareness of the cannon
operating grounds among research programs
and bureaus.

No activities focused directly on this.

*Grant awarded to the Center fur Research on
Utilization of Scientific Knowledge, Insti-
tute for Social Research, Universitrof
Michlga *ri June, 1972.
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There appears to be no central focus
in NIMH for this macrosystem building, and
this task would appear to be difficult.
There are many "sub-systems" in NIMH which
are organized independent', around specific
researcr or problem areas , example,
the Centers in the Divisic t Special Mental
Health Programs are focuse. )n priority areas
(e.g.. crags, crime, etc.), and they promote
some system building around these problem areas.
However, these sub-systems do not appear to
be integrated, and this would appear to work
against the development of an agency-wide
D&U kystem.' There has been some movement
toward macrosystem building in certain areas:
the development of an N1Mh-wide evaluation
system, the promotion of ioint funding across
the agency and outside, efforts to coordinate
behavioral science activities that cut across
Branch and Division boundaries and disciplines.
However, these activities are not in the

area of OW and there is a tendency for the
'units to do whatever they can. One respondent
stated tnat his unit didn't have the mechanism
to do the job of DiSU, but if we don't assure
that this will-be-done, who else is going to?"
Thus, there is no way of assessing the gaps
in present EMU activities or where the great-
est needs in the system may be.t

As MHSV lacks adequate knowledge about
what is going on in the rest of the system,
the Branch is not in a position to be able
to monitor for the macrosystem. However,
as in the larger MHS Division, center site
visits are utilized to identify problem areas.
It was felt that these problems should be
fed into the.knowledge base because the
information may be helpful not only In work-
ing with other centers, but also in modifying
the definition of their program.

There is an NIMH in-house study being
conducted to assess the research programs of
the institute, i.e., what they have done,
where they should he going.

*A Study .c.oup on utilization and linkage con-
cern, was organized after our in-

=ervie* stage, this Task force also hold',
mucn promise in terms of macrosystem monitor-
ing at the Institute level.

USOE strives mightily for a coherent
image of itself within an educational mac, -

system through the exhaustive policy and
program planning process which each unit
must participate in. in.spite of these
efforts, there is some doubt that such an
image emerges and more doubt that it is

consensual. Respondents (outside NCEC)
cited various inhibiting factors: e.g.,
diverse sources of legislation for programs
in OE leads to many duplicating efforts;
one informant claimed that there is a "non-
strategy in OE for bringing about improvement
in education"; although most of OE and the
United States think in terms of the teacher
as an individual entrepreneur, researchers
talk about building instructional systems.
One observer noted that information about
what other Bureaus are doing is communicated
on an informal basis: "What we don't have
Is a program in which we could spend money
to reach users; if we would try it, we'd be

told that it belongs in NCEC." The fact
that there are so many programs in OE and
that in the past it has been difficult for
the Commissioner's Office to keep control of
anything was cited as another inhibiting
factor. NCEC staff felt that an identifica-
tion of the elements in gbvernment relating
to DBU Is very important.

As n.)ted earlier under Section 4.22b
and elsewhere, NCEC is currently sponsoring
two pilot projects related to monitoring at
Michigan and Stanford. These projects may
additionally lead to some sort of special
macrosystem monitoring process, but none
exists at the present time.
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6.30 Promoter of Linkage

The maximal 06U s,,stem
could see itself as a pro-
moter of linkage general',
within the macrosystem and

also between macrosystems
in different need areas.

6.40 Filling Recognized
Gaps

This function for the
maximal D&U system involves
filling recognized gaps with
new roles or organizational
forms for D&U activities.

n

The development of informal linkages with-
:n the Manpower Administration has been a
guiding principle of the staff within the
Division. The use of the "buddy system,"
the development of informal contacts with
users, and the staff members' roles as
catalysts in linking others all confirm the
importance of this principle. Nor have
Division staff members limited their role as
linkers to those within the M.A. Some staff
have invested a great deal of time in develop-
ing linkages with staff in other agencies,
e.g., vocational educators and vocational
rehabilitators within the Department of Health,
Education, and Welfare. The Division Chief
has attempted to maintain ties with 06U
staff in other agencies and was one of the
founders of the Inter-Agency Seminar Group
formed to consider utiliRation issues. Other
staff within ORO have also noted the importance
of linkages. As one respondent stated, utili-
zation requires "a whole series of Inter-
faces'.' among federal offices, regional offices,
state offices, and other federal agencies.
One important means cited by an ORD staff
member in developing linkages between the
macrosystems was through joint funding of
projects.
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In its work, RUB has stressed the
importance of building networks and ha,
served as a catalyst in many of these efforts:
it sponsored the RU Specialists to establish
linkages at the state level; it has linked
some of the RSA staff, one of the RU Labs,
and the RU Specialists together in their
joint work on the PAVR program; it has link-
ed researcher-consultants to the state
practitioners through funding. All this
activity was encouraged under the assumption
that RUB, given its small staff, cannot
and would not accomplish this task alone
or directly.
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Stcrf members .eterviewed noted that
the :exile's among tne various research
programs in NIMH are not welt developed.
Most of the linkage activities are conducted
informally or on an individual unit bests,
e.g., tre linkages of most unit staff to

professionals and researchers in their'
Particular areas. There were ,cane res6on-
dents wro noted the "insularity" of professions
even within NIMH, ith staff experts in a
particular area having closer channels to
other researchers in their special field than
with staff in other portions of the Institute.
"Sometimes you find out what others are
doing in NIMH by reading it in the morning
paper " There were effort, cited to tie in
the various research units and areas. For
example, a "social change" seminar has been
set ee be staff in the Director's Office to
et-ovide a channek for ericnange oetween in-

, eouse staff from various units as well as
with researcners brought in for the seminar.

There also have been efforts to develop
"cross breeding" among federal agencies.
For example, inter-agency groups have been
set up fie the area of crime and delinquency
and these groups are designed to open channels
among the agencies as well as to promote
and plan for joint funding of projects. In

the NIMH Director's Office, there are some
staff members who have links to other agencies
that would not be appropriate for any particu-
lar Division, Yet the assurance for these
linkages appears to be only through the
research programs and units supported by
NIMH, i.e., if there is a research program in
psycho-pharmacology, there will be linkages
to that `field of research. Through this ad
hoc type of linkage system, however, there
may be certain audiences which will not be
hooked up to the system through oversight.

Interpersonal contacts with practitioners
probably carry such a linkage promotion com-
ponent. On a different level, participation
In, the continuing inter-agency Deli seminar

group serves to generate awareness of a cross-
agency concern with DELI.

N

One et the objectives of NCEC is linking
at varioee governeent levels to build a
Dee network "What we're about is trying to
develop a network" by finding out what the
relationships ore between the three levels
of government (federal, state, local) and
how a Dee system ...an be operated. The role
of the federal government in such a system
was seen as to erev,de see.: eoney and a certain
amount of prig -ar' expertise via specifications,
monitorieg assistance, etc., and also to build
a knowledge base. A major development for
NCEC has been the work done on the Pilot States
Dissemination program with the installation
of field agents and information specialists
at the state and local level. The concept of
the extension agent has been expander to in-
clude resource linking act iv ane fc'low-up
activity to help clients along :aware tee
adoption of innovations. The assumptices
behind setting up these model pilots is

that information of a certain quality and
recency ie needed by practitioners to make
'decisions, that printed Information is not
sufficient and that interpersonal contact
is needed.

In addition to the pilot states, NCEC
has funded state and local information
canters and the National Secretariat Project,
in which meetings are convened with the 50
dissemination-liaison people in an effort to
establish this network of linkage. The
Extension Support Branch is involved in a
longer -term development, e.g., extension
system, networking idea of strengthening
state agencies so they become more active
in the dissemination field, etc. One of
the objectives of the extension agent system
is the establishment of liaison and working
relationships with all of the clients in the
assigned target population.

An in-house project concerns the setting
up of a program to collect information about
promising educational practices on a national
basis; this has been done In collaboration
with state agencies. By next year, NCEC
plane to provide phased support for the
development of Information service centers
in ev'ly state agency, ranging from design
studies in states with low levels of rva0.1e!,>
l" ePeiotional support in states with rela-
tively mature capabilities. Such units would
have the capacity for using the ERIC system
and might also have linkages to the Regional
Laboratories. One of the factors affecting
the shift to greater use of ERIC products by
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6.50 System Awareness Build-

The maximal D6U system
could serve the function of
generating awareness of
system members of themselves
as part of a system.

The Division has not concentrated its
efforts in this area due to philosophical
reasons and lack of resources. The staff
members have stressed informal contacts, and
some members questioned dility of
developing formal linking roles: "Do you
build a formal network or an informal network
of people who really care?" Are linkers
made or born?" However, some in-house efforts
have been made to fill gaps and prevent
slippage in the system: the Division has
been developing checklists for documentation
and guidelines to define who does what in the
system; staff members in the Division have
been assigned to develop some means for
communication with the regional offices;
staff in ASPER have instituted the Advanced
Research Briefs to fill gaps In links to
policy makers.

Historically, there have been some
difficulties in building system awareness
within the Manpower Administration. The
"birth" of the Manpower Administration ha;
been relatively recent (the early 1960's), and
initially parts of the system, e.g., USES,
were regarded as "separate entities." "Bureau-
cratic jealousies" and differences in out-
look among staff have also been cited as
barriers. However, some respondents noted
that through various attempts, the Manpower
Administration has become more "closely
woven together." Committees were established
to involve both research staff and operating
staff in the R&D program and Informal,
interpersonal contacts have been developed
to weld relationships. The Division has
encouraged awareness of the utilization
system through the "buddy system" and other
personal contacts.
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Within the limits of its funding base,
RUB has worked to fill several perceived
gaps in the knowledge flow system. To

reach practitioners RUB felt it was neces-
sary to move out of the centralized R,D.&D
model which characterizes the traditional
dissemination acts of the federal bureaucracy
and move toward a centralized linkage model.
To reach the local and state levels more'
effectively, the 9 RU Specialists were
funded and established in 9 state agencies.
It is not certain, however, on what basis
this gap was identified, and whether RUB
has any standard sensing procedures for
Identifying gaps beyond that management
process recently initiated at the federal
level.

RUB has not had the responsibility for
generating broad awareness among SRS-relevant
practitioners, researchers, clients, or
civil servants thdt they are part of a sys-
tem. Although no unit has been assigned
excausive responsibility for this tunction,
it appears that the new management procedures
may be directed at system building. The
action of the Office of the Secretary may
have also been attempting to generate system
awareness. However, from interviews it
was apparent that there were still some
problems in generating this awareness. Some
mentioned that they were still trying to
make the reorganization of 1967 "gel."
Others commented on the disparity of the
various programs: "the bureaus are almost
separate departments in many senses."
These problems only highlight the necessity
for fulfilling this function of generating
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There has been no NIMH-wide effort In
this area. NIMH has attempted to fill recog-
nized gaas on a project basis in a few cases,
e.g., funding for demonstration project
officers or action consultants to provide a
link where none may usually exist, but this
effort has not been picked up systematically.
There is no formal extension system supported
by HIM, no network of linking roles, and
no OW laboratories.

The responsibility for system aware-
ness bui ding does not lie within any of
the Divisions; rather, the occasional efforts
that have occurred appear to be initiated
by so...". of the Offices, which have responsi-
bilities for overall NIMH administration.
For example, the aforementioned seminar on
social change to bring NIMH staff together
from different Divisions and to increase
"intellectual discussion" among various staffs
of NIMH has been conducted by a staff member
in the NIMH Director's Office. However,
given the diversity of research sponsored by
NIMH, ranging from very basic to very applied,
it would appear that more efforts in this area
are needed to promote the idea of a macro-
system which encompasses the different sub-
systems of research.

states and locals was said to be the state
and local information centers already estab-
lished in a number of places with support
from Title Iii funds from the Education Act
of 1965. One of the functions of EPC is

to serve as an administrative center and to
aid in setting up various information centers
across the country.

Outside NCEC, the Research Coordinating
Units (RCU's) of the Bureau of Adult Voca-
tional-Technical Education probably represent
the clearest example of a policy of linking
and gap-filling. RCU's are supposed to "get
the results of research into the hands of
people in the local districts," operating as
a national network which includes their own
ERIC Clearinghouse, and linkage to the ERIC
system.

NCEC has no assigned responsibility to
make educators, researchers, and government
officials more aware of each other as parts
of a system although it may eventually turn
out that a successful national extension
service may do just that.

Within OE, s-me informants felt that
they were already seeing changes toward
greater awareness of interdependencies, this
trend being exemplified by more staff meet-
ings within NCEC and, at a higher level,
more open access to the commissioners. An

In-house newsletter titled Development is
now circulated regulaily to OE staff. Each
of these developments, while relatively
trivial in and of themselves, should add up
to an atmosphere of mutual awareness and
togetherness which is probably essential
for a healthy organization.
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system awareness. Among researchers,
practitioners, and clients the system-
awareness problem is even more acute. The
truth is that the term "SRS" as a collec-
tive enterprise means almost nothing'even
to those people most closely involved in
and affected by its activities.

eC



!v:AW i.w;,e1,Tment Brunch O

Comenuni ott 'n

It was clear, however, that other
informants had an opposite impression of
current trends. One respondent said:
"There's a business orientation, i.e., every-
one for himself. This selfish operation is
not good for government." The problem with
OE was seen as one of a non-strategy for
bringing about improvement of education:
"yOu've got 70 some pieces of legislation
in OE, 200 some progra-'s most of this
money formula money, but what you don't have
Is several billion dollars for pushing the
products of OE and training people to use
these products." Another non-NCEC observer
felt that there was a change for the worse
in OE's management problems due to the present
administrative policies, and that the atmos-
phere is much more "closed and paranoid"
than It used to be; this attitude was felt
to be government-wide. Because researchers
talk about building systems and most of OE
and the U.S. think in terms of individual
entrepreneurs, one respondent suggested that
a change in the philosophy of the U.S. and
OE, i.e., to thinking of systems, was necessary
In order for research to be used.
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CHAPTER V

PILOT SURVEYS OF LINKAGE

I. INTRODUCTION

In the work reported so far we -have produced descriptions of the
structure and process of D&U units and activities seen from within, From
the perspective of the agency staff member. Obviously, however, ECU by
its very nature involves many important groups outside of the agency.
Only through careful assessment of the non-agency suppliers and consumers
of knowledge can any DO program be fully described and evaluated. Our
primary point in the model presented earlier is that D&U must be set

. from
a systemic viewpoint, one which accounts for both the linkages between
groups, and constraints, capacities, and needs with)in these same groups.

Thus, because of the limited ability of any group to describe accurately
the entirety of their loosely-connected system, and because we need exactly
such descriptions to derive an accurate picture of D &U, we moved outside of
the agencies to conduct pilot studies of system-wide linkage, using two of
the four agencies. Part of our intent was to produce data which would
converge upon those reported above, while at the same time expanding our
knowledge beyond the agency setting. In addition, we were interested in
developing a methodology which, if and when validated, could be utilized by
agencies (or its perspectives incorporated into other data gathering efforts)
so that the D&U system might achieve a greater capacity for macro-system
monitoring. Such a methodology could also be used to gather base-line data
against which change efforts might be evaluated.

An effective monitoring device must meet three criteria. It must:

(1) provide valid and reliable data on actual linkages within and
across groups, considering needs, channels, content, and uses
of information sent and received;

(2) provide data on attitudes in all parts of the system regarding '

the D&U process in general, and specific. products and processes
in particular;

(3) be cost-effective, giving the maximum amount of data for the
least cost in dollars, administrative and analysis time, respondent
effort, and translation effort required to convert findings into
implementable actions.*

* We should note that this is an ultimate objective which may be reached
only through successive approximations, partly because we can only learn
what data are required, and how to gather them, by actually going through
the whole process. As an example, the now standardized surveys of organ-
izational behavior, intelligence tests, etc., all went through many
years of theoretical and empirical refinement. D&U research is just
beginning this process.
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The primary concern of unders'tanding linkage is parallel to, but not
identical with the D&U model presented in Chapter III. Our concern here
is more "micro": we are interested in mapping specific communication
behaviors following the familiar paradigm of "Who says What to Whom through
which Channels with what Effect." This more basic approach will provrt
data which may then, in analysis, be aggregrated to assess the communication
of any content (e.g., need expression, solutions deli/ered, policy-relevant
information), within or across any groups (e.g., from practitioner to
researcher or vice versa). The model used here is descriptive rather than
prescr7-.:ve; we are searching for data which may be related to, or serve
as tests of, the comments typical to Chapter IV such as "maximal activity"
or "insufficient contact." When micro-level analyses of existing linkage
are available, they serve as a tool within the broader D&U model to help us
determine areas for change in the form of increased activity, more transfer,
etc. Such data then may be collected again to get sOMe idea of the effects
of changes.

Our second criterion was for data on attitudes regarding the D&U process,
and on information needs. In part we are interested in the evaluation
the person gives to his communicating or linking behavior, or that of others:
is there enough or too much of some content coming from or going to another
person or group? Are the media the right ones? What is the level of satisfaction
with effects? Seen this way, our more familiar concept of "Information needs"
becomes only one pole of the evaluation of content (since we assume usually7-
and often uncritically-that most needs will be for more, rather than less,
information).

A second aspect of the evaluative dimension, that of DO in general,
develops from our desire to build and test theory of the process. Here we
are asking for evaluations of concepts our models claim are important or are
related. Such evaluations may also be used to provide insight on those aspects
of DO deemed important in different parts of the system.

The third criterion applies to the "best" way t(5,meet the first two
criteria. Decisions, however, must be made only after consideration of specific
methodologies for assessing concepts at different possible levels, or from
different "units of analysis." This point needs expansion for clarity.

There are several alternative approaches which might be used to assess
linkage in a D&U system, varying both on the methodology used and on the unit
of analysis studied. Ultimately,, many or all possible cow.iinations should
be tested (as was done for the field of educational needs assessment by Mick,
et.al., 1972). The task grows as a function of the number of combinations
of alternatives for methods and units of analysis (assuming we are studying
the same concepts at the same times). For example:
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Units
of

Analysis:

Methods:

Surveys, e.g.,.
questionnaire
or interview

Process
monitoring

Unobtrusive
measures or
secondary
analysis

Individuals ,

Groups

Communicative acts

This table is an example, by no means exhaustive of the possible approaches,
and yet it gives nine potential studies to be conducted and compared (though
some may be, a priori, meaningless or impossible).

Fortunately, criterion three (col- effectiveness and effort) comes to
our rescue here. We are looking not for the Lest of all possible methods,
but for the practicable ones which will provide the best assessment of the
several linkage and attitudinal indicators required.

In making decisions regarding the present project, our calculus of
methods and units resulted in the adoption of mail questionnaires to collect
data from individuals representing most of the major groups in the DUI system.
We could aggregate data from individuals to groups in our analysis, and ask
questions of individuals about typical or important communicative acts; thus,
we could approach (though not duplicate) other levels of analysis. This
choice is a typical resolution to such problems, since using groups as the
only unit of analysis would ignore important individual differences in infor-
mation processing and necessitate direct observation. Strict use of acts
of communicatio.- as units involves development of markers or tracers on
acts, and could not give us attitudinal information except by special Measure-
ment of the individuals at each "end" of the act.

Our desire to produce an inexpensiveliethod, once we had decided on
individual units, was the primary reason for settling on self administered
(mailed) questionnaire methodology. We balanced the knowledge,that such
surveys have given adequate response rates in the past from well-educated
and committed respondents with the realization that time pressures on busy
people might interfere. In addition, the method, If it could demonstrate
its utility, would be one which could be repeated easily by D&U workers in
the future.

II. METHODOLOGY

The studies described here were performed for only two of the four
agencies, Manpower Administration and Social and Rehabilitation Service.
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This reduction from our original design was necessary once we discovered
the amount of time and effort required to complete the four case(studies
and to develop the model. Our choice of agencies resulted in part from
the order' in which the case studies were done (MA, then SRS, NIMH, and OE),
which allowed the pilot studies for the selected agencies t? be implemented
earlier. The exclusion of OE is perhaps fortunate in the sense that th,-
agency was undergoing the transition to its present divided structure, so
that linkages. were not stable'. NIMH and (now) NIE may benefit from their
exclusion, since we will propose below to apply a revised and refined version
Of the approach for these'agencjes. (At this writing a proposal to this
effect has been submitted to NIMH). All four agencies agreed to our request
to limit this analysis to the ,two selected.

A. THE INSTRUMENT

We have already presented the basics of-the linkage model used here,
and the outlines of attitudi.nar Pnformation desired. These areas are covered
in the questionnaire (see Appendix A ), together with two more specific lines
of questioning covering how information flows-during "crisis" situations, and
unmet information needs. Job and demographic data were also collected.

1. Information Sent and Received

,

Linkage items in this study were. finally assessed
1

by asking for the
two persons, groups, or organizations to whom the respondent sent important
information; and the two from.whom important information was received. 'The
exact form of the questions was selected after a pre-test which showed us
that it was unrealistic to expect respondents to evaluate their contacts with
all of the groups we specified.* The alternative of asking respondents to
mention specific. important communications in some time frame which was adopted
here no doubt underestimates rare but important communication which may not
come easily to mind.-, The implicgtion of our approach ,,is,that the "linkage
maps" we will produce do not represent amounts of communication between and
within groups, but rather show the evaluation of important linkage. Adequate
mapping of abSolute levels, as well'as evaluations, must await future research.
In summary, the approach we used separates important information from the total
information sent and received, but it does not 'tell us how Much of the latter
there is.

* A pre-test of a longer, more detailed instrument was conducted in June,
1972, at a New York meeting of SRS Research Utilization Specialists. In

effect, respondents were faced with the chore of completing a matrix,,of
content, media, frequency, and uses of `communication with all other groups..
This proved much too demanding. Marginal comments on this and other points
were used to refine the ultimate instrument. Several "pre-test respondents-

were also included in the SRS name list. We utilized the pre-test resiponses

for these individuals, recoding them to fit the revised questionnaire.
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For each.of the two groups which respondents mentioned as providing
important information, we gathered data on type (content), frequency, media,
and uses of information. Similar questions were asked about...important
information-sent, except that "uses" referred to how the respondent thought .

his audience utilized the information sent to them. Since we had asked for
important information, we did not add an evaluative component.*

2. Unmet Information Needs

A section on unmet informafion needs' does approach an evaluative
compohent. In this section.we also asked, in addition to content, preferred
media, sources, and uses for which information was needed.

3. Information in Crisis Situations

Questions or crisis situations were added.as a result of several
discussions with agency staff during the case study interviewing and feedback.
Many staff members expressed the view that government often operates by "crisis
management"; during crisis periods information flow and use may be different
from less hectic periods. Again,k content, sources, media, and uses were
assessed. In addition we asked the respondent to define a recent crisis.
Wee-also asked for ratings of needs for information-from within and from outside
the work organization, success rates, problems encountered in getting infor-
mation, and suggestions to,insure better information flow in similar crises.

4. Improving Utilization and Attitudes on Utilization Strategies

Attitudinal data were gathered through` one broad question on the most
effective ways to insure utiliiation, and by thg rated importance given several
different statements about, DO; we also asked for ratings on the extent to
which each statement was actually exemplified in the, respondent's area of
work; The rating statements were derived from earlier work, and typified the
approaches contained in the contrasting models of DO identified by Havelock
096* in his search of the existing literature en DO. Both of the evalua-
tivedimensions will be analyzed in Chapter VII, where they will be related
to other data::.,on perspectives about the DO process itself as seen from within

and from outside the actual DO'unit. At the end of this chapter, however, we
will discuss the application of the DO model developed in this project to
the production of evaluative items:for future research.

B. SAMPLING

The procedures'by which respondents were selected for the MA and SRS
studies were designed more to test the method and give a picture of the context
of each DO unit than'to giVe a representative picttire of the whole agency
and its knowledge source and user communities. Our decision was to select
individuals who had had substantial previous contact with the DO units, rather.
than to-try to compile a population list for the total system (a time consuming
task, and one which might prove impossible). This bias should be kept in mind

* If we had asked for evaluation of communication with all groups, then we
would need some evaluation of the importance or value-7 each linkage,
but by restricting respondents to 'important, linkages this question is not

needed.
.4
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as we analyze the results below; but since we are primarily interested in
this project in the world of the DO unit, as opposed to that of the whole
agency, we feel the results will be more comparable to the case study findings.
We',should note that the selection procedures miss those persons who are
potential, but not actual, linkers to the DO units, and so we cannot use
the findings to fell us to what extent the DO units relate to their total
possible community of researchers and users.

Staff in the MA and SRS DO units were asked to provide names of their
important contacts in each of several groups (see below). Quotas were given
for each group, based on our impressions of group size, and considering tSe
sample size we desired (about 100 cases per agency). DO staff members inter-
viewed in the' case studies were not included here, so we should note that
the group, including "DO project staff" refers to those contractors and
grantees.doing DO projects, and not to the agency unit itself. Hopefully,
any future study would re-measure DO staff, and keep them separate through-
out the analysis. The groups, together.with the number provided by the D&U
units and the final response figures, are given below:

Group:

Federal agency policy and
planning

Federal agency research
administration

Federal agency program
administration

Regional office staff

State agency offices

Basic and applied researchers

Demonstration and DO
project staff

LOcal agency staff

Other (a free category, used
by D&U staff for important
contacts not contained
.above)

Quota
(max.

N.)

5

15' 15

15 19

15 15

15 15

15 _15.

15 15

13 i5

actually provided N useful question
by DO wit: naires received:
MA SRS MA SRS

5

8

15

15 4

15

15

15,

15

.7

3 2

9 9

11 13.

11 , 10

8 15

14 12

12 12

10

T=

% of T:
1 1 0 122 95 84 73

. 69% 77%

(Overall,80% or the MA and 829 of .the SRS sample members replied to our
.mailings, but 11% of MA and-5% of SRS questionnaires were incomplete, returned
blank, on otherwise rendered unusable.
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C. ADMINISTRATION

The procedures used in collecting the data may be presented best in
tabular form. Examples of the letters and telegram used are given in

Appendix B.

Administration Timetable

Steps: Dates: MA SRS

1) Introductory letter explaining
project and requesting cooperation

2) First questionnaire mailing

3) Follow-up letter and second
questionnaire

4) Reminder telegram

5) Phone Calls

June 23, 1972 Aug. 4

June 29 Aug. 9

July 24 Sept. 6

Sept. 5

Oct. 20

(* Not done because of relatively high response rate.)

D. CODING

Sept. 26

*

This was an exploratory study, and as such we did not feel we had
sufficient prior knowledge to ask anything but open-ended questions about
content, and uses of information, types of crisis, needs, etc. Thus, we
were faced with a substantial task of developing code categories from the
responses. Our desire was to produce generic codes for similar items when-
ever possible, both for ease of coding and for comparability across items.
We discovered th t most responses were so broad and complex that several
ditinguishable t pes of information, for example, could be extracted, from
the prose answers. Thus, we were obliged to code multiple responses for
each question, noting the presence or absence of each code within the

x. answer.* Codes were developed using the MA data and through a series of
trials and re-definitions of codes using three separate coders.

*' Multiple Wing of items requires special analysis treatment, since
the.re is usually more than one response per case. The best solution js
to shift the unit of analysis from the individual to the response,
giving an "N" for analysis that signifies how many codes were used,
.rather 'than how many people responded. )This iS similar to our Shift
to communicative acts through aggregation of first and second groups_
sent and received.

a



One single coding structure was used for types of information sent.
received, sought during crisis, and needed. Common codes were developed
for uses to which received information would be put, uses the respondent
perceived his audiences made of information sent to them, and purposes for
which information was needed. Nature of crisis and problems encountered
in getting crisis-related information were also jointly coded. Separate
codes were built for each of the remaining open-ended items.

III. ANALYSIS OF LINKAGE

A. THE INFORMATION NETWORK
ti

The difficulty in network analysis is that we must encompass and
understand a large amount of data at the same time: groups or individuals
linked by channels used at some frequency rate, communicating certain types
of information, for specific uses. There will be as many linkages as there
are pairs of groups, and we must include communication within as well as
across groups. In our analysis we will rely on graphic presentations of
these data. In addition, we are aided by the fact that we asked for impor-
tant communication, ignoring the dimension of frequency of contact. We
will also simplify by aggregating content across the four possible mentions
representing linkage of any two groups; this approach is dictated by the
small sample sizes with which we will be dealing.* We will also combine
the groups sampled into just four: Federal policy and administrative,
research and development, diffusion and utilization project staff (note that
these are not members of the 1:1611 unit, since these persons were not surveyed
in this study), and a broad group of practitioners or users. With these
ground rules in mind, we may turn our attention to Figures 5.1a and b'and
their accompanying tables.**

* There are four possibilities: group A mentions sending to group B, group
A mentions receiving from group B, group B mentions sending to group A,
and group B mentions receiving from A. With larger samples opposite types
might be used to validate communication, or to assess effects of channel noise

or fidelity.

**The instructions in the linkage section asked for important communication
with persons or groups excluding the respondent's dwn. As we will see
later, however, intra-group linkage is often the most frequent type. The
collapsing process accounts for most of this (e.g., a Federal program
administrator talking with a research administrator or policy maker). Some

respondents mention their own group in disregard of the instructions.
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4111 FIGURE ,la COMMUNICATION AMONG FOUR GROUPS, MA DATA

Policy & legis.:
Performa ulations

47% 62% *

Federal Policy
and Administrative

82

43
Research

and Development

Findings

Findings

24 2 10
,4%.

4 !,

(:),^ ,94,4
WJ d
u 410 )," II

')0
'9(' (:),.. 0 c'' . 0

1....

E 0 0
:3'',.")o o4- 10

I... W
'')S

33z0..
W w

8

13
Dissemination

and Utilization

10

38

'0

Practitioner

15

69

40

Performance; Regulations
* Arnow heads and tails indicate graphically the percentages next to them. Percentages

on arrow tails mean 11% of mentions of information sent by group A as mentioned by
senders in group A". Arrow heads indicate 11 of information received by group B
as mentioned by group B".

(See Table 5.1a for the same data in tabular form.))
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FIGURE 5.1b COMMUNICATION AMONG FOUR GROUPS, SRS DATA

Findings . performance;
needs and ideas

Research &
Development

findings

findings

Dissemination
& Utilization

Practitioner

Performance; regulations =
policy

(See Table 5 -lb for the same data in tabular form.)
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TABLE 5.1a MENTIONS OF COMMUNICATION AMONG FOUR GROUPS

MA Data

GROUP RECE;VING INFORMATION

Federal

Policy &
Administr.

Research

&

Devel.

Dissem.

&

Utiliz.

Practitioners

Federal

Policy &
62 -

..---

8 8 23

Administrative Zy 47 73 28 36

../

Research & 52
,

19 10 19

Development i7 24 7, 14 10

.7/
Dissemination 13 13 33 40

& Utilization
18 3 38 15

Practitioners 20 0 11 69 VZ
10 17 19 38

Total rcvd., as
mentioned by 100% 100% lOn 100%
receiver group of 49 of 30 of 21 of 52

Key:
% Sent

As men-
tioned

by Sender
% Received
As mentioned
by Receiver
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Total Sent
as-Ment[oned by
Sender Groups--

100% of

39

100% of

31 z-

//
100% of////
15

100%
45



TABLE 5.1b MENTIONS OF COMMUNICATION AMONG FOUR GROUPS

SRS Data

GROUP RECEIVING INFORMATION

Federal

Policy &
Administr.

Research
&

Devel.

Dissem.

6

Utiliz.

Practitioners

Federal
Policy &
Administrative

41

50

16

40

13

30

32

36

Research &
Development

44

17

31

33

19

20

6

14

Dissemination
& Utilization

0

17

9

20

19

30

71

17

Practitioners

-----..

20

17

12

7

10

20

59

33

Total rcvd.,
as mentioned
by receiver
group

100%

of 36
100%

of 15
1002

of 20
100%

of 42

Key:

% Sent
As men-

tioned
by Sender

% Received

As mentioned
by Receiver
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The first figure contains the data from the MA study, and the second
is based on the SRS data. We will describe each briefly, more as a guide
to understanding than for complete description, and then zero in on a
comparison of the networks of the two agencies.

In these figures each group was analyzed in terms of the percentage
of the total mentions made by the group which are given tb each group,
including its own. This was done for information sent, based on senders'
data, and for information received, as mentioned by receivers. Thus, the
unit of analysis is shifted to mentions of communication rather than persons,
since each respondent could mention two sources and two audiences. As a
graphic aid in the figures, percentages of information sent or received are
interpreted by the size of arrow heads and tails linking two groups. Arrow
heads arriving at a group represent the percentages of mention given by that
receiving group to incoming communication. Arrow tails leaving a group are
the percentages the sending group mentions for each of its audiences.

The figures also indicate the most frequently mentioned content flowing
from group to group. Because of the small number ol cases, we were forced
to aggregate the content group A respondents mentionlsending to group B,
and content group B mentions receiving from group A. This simplifies presen-
tation, but denies us the chance to compare similarities in perceptions of
senders and receivers.

For example, the MA data in Figure 5.1a show that the Federal Policy
and Administrative group are more active in communicating among themselves
than to or from other groups. Here, 62% of the mentions of information sent
list other Federal Policy and Administrative (Federal P&A) receivers, and at
the other end of the linkage, 47% of the mentions of information received
made by the Federal PEA respondents originated with others like themselves. The
Practitioner group also shows the tendency to communicate more internally
than externally. "Performance and regulatory information" is common to both
groups, with "policy and legislative information" being most common for the
Federal P&A group.

The R&D group appears sensitive to the Federal P&A sector, mentioning this
group most often as the source of important information and as receiver of
information sent. Content classified as "findings" was most common in both
directions linking the two groups. In fact, it is not surprising that the
R&D group's most frequent content is always findings, though this is equal in

mentions to needs and performance information when coming from Practitioners.
None of the Practitioners mention the R&D group as targets for their important
communications, however, so that content code is based entirely on the R&D
group's mentions of information received from practitioners.
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We have already discussed the preponderance of internal communication
among practitioners (with performance and regulations content most frequent).
The Federal PEA group is most often mentioned as an important outside source
among these practitioners, and the content is predominantly regulatory infor-
mation. As mentioned above, this group does not mention R&D as an audience,
and it only infrequently mentions researchers as sources.

Dissemination and Utilization project staff (DEU group) mention practitioners
as the most frequent client for information sent, followed by others in the
DEU group. There is a moderate degree of mention of the Federal PEA group as
sources, but less as clients for information produced by D&U. Finally, there
is a surprisingly small degree of linkage between the R&D and DEU groups,
regardless of where it is measured. The D&U project group indicated more
diversity in content handled (either produced or received) than did the other groups.

Comparable data for the SRS analysis are presented in Figure 5.1b. The
arrows indicate a basic similarity to the MA network discussed above: there is
more internal than external communication among the Federal PEA and Practitioner groups
the RED group links strongly to Federal PEA; and the DEU group mentions Practitioners
as the most frequent client for information sent. There is a greater linkage
here between the Federal PEA and Practitioner groups, and somewhat more between
RED and D&U. Again, there is a surprisingly high mention of findings as content,
not just from the R&D group (which we would expect), but to this group from the Aft
Federal PEA and DO groups, and between DELI and Federal PEA and Practitioners.
D&U groups in both analyses appear to be doing their transmission or translation
job regarding findings.

Information about needs flows from Practitioners to R&D as a priority content
in both systems, though we have noted that MA Practitioners do not mention
R&D as important receivers. There is more of a flow of needs (relative to other
types of content) in the MA network, as compared to SRS, to the Federal PEA group
from Practitioners.

In summary, we are struck with the overall similarity of the networks,
particularly in the extent to which the Federal PEA group and Practitioners serve
as their own best sources and receivers, and in the close monitoring R&D personnel
keep on the Federal PEA group. It may be that we are measuring a part of science
in which relations to research sponsors are more important than relationships
to scientific peers or consumers of knowledge. Also by way of summary, we note
the similar patterns in both agencies linking the D&U and Practitioner groups:
in both the DEU project staff most often mention Practitioners as clients, but
Practitioners more often mention Federal PEA staff as important outside sources.

Some nuLes on the limitations of these analyses are in order. First,
we have discussed the findings without regard to statistical tests of si'§nif-
icance'. The nature of the data (combined mentions, based on up to four linkages
per peripn), and the relatively small size of the data set might be cited as
reasons for this omission.. Also, we have not yet developed the appropriate
models for significance testing in this type of network analysis. We might
project that information theory, rather than significande, may provide better
leads in the future, since the nature of the measures is directly related to
the topic of investigation -- i.e., information flow.
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Another limitation is that we have no direct data on the relay of
information through direct re-transmission, or translation. We do not know
if the D&U groups are translating .information received from R&D for their
important Practitioner audiences. It is methodologicallyr.possible to add
such data in the future (e.g., by asking for the source of the information
each .individual mentions he sends out). A final comment on the method used
here is needed: we sense a great potential for such analyses, the surface
of which is only skimmed in this study. Network descriptions such as these
could provide information on comparative variance in sources or audiences
across groups, channel fidelity and similarity of content sent with that
received, channel utilization for various content, etc. Such analyses will
demand both larger data sets, and elaboration of both the possible comparisons
and means of testing differences.

B. MEDIA PREFERENCES IN THE NETWORKS

In a large-scale analysis of linkage we would want to examine-the media
used to pass particular types of content within and across groups. We would
be able to identify groups having close interpersonal contacts, those engaged
in translations of content from one kind of media on input to another kind
for output. By making the assumption that interpersonal media are used more
as groups become more integrated, we could examine patterns of network inte-
gration for specific content areas. Many other analyses could be made as
well, but the sample size imposes limits. For example, in the MA data the
Federal PEA group made a total of 49 rentions of linkage with all groups, with
just under half going to others in the Federal PEA category. Thus, with only
nine linkages from the group to D&U project staff, and only five to Practitioners,
it is impossible to breakdown the mentions according to both- content and media.

It is possible to get some tentative idea of integration among the four
groups by ignoring content, and collapsing the nine different media originally
rated into two types, "interpersonal" or "informal" and "impersonal" or "formal"
media. This distinction has proved fruLtful in studies of communication among
scientists (e.g., Parker, Lingwood, and Paisley, 1968; Lingwood, 1969). Results-
of these studies showed informal media predicted scientific productivity better
than use of formal media. Also, informal media correlated higher with numbers
of sociometric choices scientists received from peers as valuable contacts.
The basis for the dichotomy is thus the idea that interpersonal communication
is more efficient, implies a past history of linkage (perhaps originally through
formal media), and should facilitate two-way flow or feedback, all of which
reflect integration of the network -- which may itself be defined partly through
sociometric closeness and availability of communication paths, and partly
through shared values, and concerns.
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While collapsing across media eliminates the rich detail of utilization
of specific media for certain funcjohs, it does simplify the analysis. The
analysis for each agency resolves to this simple question: what is the berceq-
tage mention of interpersonal media linking each group to itself and tc ct-e-s7
This is actually a conservative test in these data, since there are tv..ce

as many media classified as formal as there are informal media (six to

three), and the straight percentage is not weighted by possible choices.
As in the linkage analysis above, we have each group relationship assessed
by both senders and receivers, separately for information sent and infor-
mation received. The results are tabulated in Tables 5.2a and b.

Many things are compressed into these tables. Let us examine first the
marginal percentages for informal media across the four groups. These figures
indicate the overall. dependence of the group on interpersonal media for the
important inputs and outputs mentioned by members. We see in the MA data
that there is some variation across the groups, and between sending and receiving
within some groups. The Federal P&A and Practitioner groups appear to be best
integrated through use of interpersonal media for the information they send,
and the Federal P&A and DO groups for information they receive. In the SRS data,
them overall use of interpersonal media is lower for both input and output,
suggesting a less integrated system perhaps resulting from newness, or dis-
persed or disparate units. SRS Practitioners remain highest in interpersonal
media use for information sent. The D&U project group is much lower than
other SRS groups, and very much lower than the roughly comparable MA group.

111

By looking within the tables we gain specification of the group media
patterns. In the MA data, intra-group integration is lowest in the R&D group,
and roughly. comparable in the others; but the figures (in the main diagonal)
do not show that the groups have greater reliance on interpersonal media for
internal communication than for linkage to other groups, a condition we would
expect to find in a "real" group, but would not encounter in an analytical
.group which has no real cohesion in operation. In the SRS data, the Practitioner
group does show somewhat greater use of interpersonal media for internal vs.
external communication.

Some discrepancies in media use appear in individual cells, comparing
ratings of senders and receivers. For example, in the MA data, Federal P&A are
higher in rating interpersonal media for communication to Practitioners than
are the Practitioners when'they mention getting information from the Federal P&A
group. Differential perceptions of importance of contact might explain some
of the difference. R&D staff rate interpersonal media higher in sending infor-
mation to Federal P&A, compared to the ratings Federal P&A give to receiving infor-

,mation from researchers. These particular discrepancies do not appear in,the
SRS data. There, the greatest difference is in information sent from D&U to
Practitioners, where the D&U group mention interpersonal media less often for
information they send than do Practitioners for that which they receive.
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TABLE 5.2i MENTIONS OF MEDIA LINKING FOUR GROUPS, MA DATA

(Mentions of Interpersonal Media as % of Total Mentions)

GROUP RECEIVING INFORMATION

Federal

Policy ,&

Administr.

Research
&

Devel.

Dissem.

&

Utiliz.

Practi-
tioner

Federal

Policy &
Administrative

69

80

78

61

56

78

94

68

r--

Research &
Development

97

33

40*

29

88*

"0*

50

100*

Dissemination
& Utilization

72*

57

43* 71

64

14

48

Practitioners 67

.71 64

64

83

79

63

Overall Re-
ceiving Percent
Interpersonal.

68 56 70

Overall Send-
ing Percent

Interpersonal

* Based on fewer than 12 total mentions (i.e., 2 persons times 2 mentions
each times 3 media ratings).

Key:

% as men-
tioned by % as men-
sender tioned by

receiver

Overall: Senders give 65% interpersonal media choices.
Receivers give 64% interpersonal media choices.

"Interpersonal" Media = conversation, telephone, correspondence and memos.
"Impersonal" Media = reports, journals, books, abstracts and summaries,

conventions, guidelines and manuals.
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-TABLE 5.2b MENTIONS OF MEDIA LINKING FOUR GROUPS, SRS DATA

(Mentions of Interpersonal Media as % of Total Mentions)

Federal

Policy &
Administr.

11.4,..1.1,111,4

Research
&

Devel.

)111%4YOUnliVil

Dissem.

&

Utili-z.

Practi-
tioner

Overall Send
ing Percent,
Interpersonal

Federal A

Policy &
Administrative

,,'

50

72

54

56

44

42*

42

60

47

Research &
Development

52

50

53

67

50*

/ 50*

33*

64

53

Dissemination
& Utilization

42

67

37*

50*

50*

17*

20

67

28

Practitioners 60

69

92

loo*

8o*

17*

77

,,78

75

.

*

.,,

Overall Re-
ceiving Percent
Interpersonal

68

-

47 34 65 ,

*Based on fewer than 12 total mentions (i.e., 2 persons times ? mentions
each times 3 media, ratings).

Key:

% as men-
tioned by % as men-
sender tioned by

receiver

Overall: Senders give 56% interpersonal media choices.
Receivers give 6o% interpersonal media choices.

"Interpersonal" Media = conversation, telephone, correspondence and memos.
"Impersonal" Media = reports, journals, books, abstracts and summaries,

conventions, guidelines and manuals.
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In terms of cross-group integration through use of interpersonal media,
in the MA data the greatest integration (even with the discrepancy noted
above) is for information sent from Federal P&A to Practitioners, though the
reverse flow is not so integrated. In SRS, greatest integration is from
Practitioners to R&D, though the base is small for mentions made by R&D staff.

While the small samples restrict the amount of confidence given and
attention paid to the particular results in the tables, particularly in the
various cells, the analyses have demonstrated a potential for providing rich
detail in overall use of different media by groups, own-other group comparison,
input-output comparison, and discrepancies between perceptions of senders and
receivers. Future e)panded studies will be able to explore these dimensions
in detail. Subsequent work should also seek to develop appropriate tests for
differences for these rating data, an aspect we have not explored here, since
our intent was more to examine the ability of the analysis model to generate
variation, rather than to achieve statistical confidence in the specific
differences obtained.

The notion of monitbringlithe proportion of informal communication as
an index of group integration deserves more exploration. We base this analysis
on the assumption that as collectivities of individuals become interacting groups,
the frequency of interpersonal communication should increase. Since inter-
personal media allow for more complete and rapid communication, the group thus
becomes more able to retrieve and share information (particularly that stored
in brains rather than in documents). An increase in interpersonal communication
should also indicate increased perceptions of community, identity, and belonging-
ness. This ihdex may be two-sided, however: one needs to monitor interpersonal
communication across groups to insure that any one has not become so well
integrated internally that he is not talking to important outsiders.

IV. CRISIS SITUATIONS

A set of five questions asked for comments concerning information use in
specific situations which the user would describe as a "crisis." Respondents
were asked to describe the nature of the perceived crisis, information needed,
attempts to acquire such-information,and to suggest ways in which information
could be secured more effectively in the future.

A. DEFINITIONSOF.CRISIS SITUATIONS

We often heal- complaints about government by "crisis managementhe
firefighting effort of handling one crisis after another, without adequate
time for reflection, planning, or information seeking. Still, we have little
information on what persons in the Federal goverripnt, state governments, and
'public agencies (including the research establishment) mean by the word.
"crisis." Thus, a primary concern fOr.this part of our analysis was to take
a close look at the verbatim responses of our respondents, and in". process
to dewrop preliminary coding schemes'for crisis situations.

We asked respondents to identify their most ,recent work-related crisis,
and followed u45 with questions focussed on the informational- -aspects of the
crisis. Let us begin by reporting Verbatim what some of our respondents say
are their crises.



For these detriptions we have developed a two-level code: first, we
will separate out those crises which we judge not to be informational in

nature; then for.th'e information crises,,-We will ,apply a scheme which notes
the type of information and the "crisis instigator" the person or group
which touched off the situation. The distinction between informational and
non-informational crises was often very fine in oiJr coding, though we adopted
the deckion rule that the major component of the response would be used in
making coding deCisions. ,Thus, if .a respondent says his most recent crisis
was, "writing a proposal for continued funding" we classify this as a "funding"
crisis; but, if he had said, "finding out what the guidelines_and requirements
were for writing a funding proposal," then this would have been coded as an
informational crisis.

Informational crises are the' most frequent class, but' not the. majority in
both agency's data. Here are some examples in eayi category.

FUnding crises: Most of these responses are 'Oedittable: respondents in
government mention crises such'as, "a state mistake in submitting matching
funds," or "attempt of private agencies to revise budget."* On the receiving
end of funding, project and. research staff most.often mention grant applications,
tight deadlines, and threatened or actual losso of funds for programs and pro-
jects.-

Personnel, Inter ersonal, and Inter rou Crises:. This broad category of
human relations crisis ranged,from militant clients, racial tensions, and job
discrimination to wage disputes, loss of jobs, and lack of cooperation among
groups. Here are so exampleg: "Dembnstration opposing program for migrants."
"School refusal to rovide data for a study." "A staff member failed to do
his job." "Disput over seniority an layoff during a cutback." "Comments
critical of a progam appeared in the news Media."

Administrative or Organisational Crises: These responses dealt with the
difficulties ofadministerAng, organizing, or getting work done: "Development
of rules and regulations.f& a new law." "Scheduling of visits." "Senate
hearing on oversight of program."

Other: This small residual category contained two types of responses:
Sirst, those who said chey were in continual crisis;.and second, those who
mentioned some natUrrAl disaster (e.g., a-flood).

Informational Crises: Twenty nine (41 Per cent) of the MA responses,
and 22 (33 per cent) of those from SRS dealt with crises we coded as pri-
marily informational in nature. We have applied a two-component coding scheme
to these responses: each response was coded for (a) the type,of information
processed in defining the crisis, and (b) the cause or instigator of the
crisis. Since there were, in total, only 51 informational crisis responses,
and since the two code components have six and five levels, respectively, .we

A.

S
*These responses will be presented as direct quotes, although in some instances
we have edited 'them to preserve respondenti§' anonymity.
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cannot make any statistical statements about the response patterns. Rather,
'tie will use the coding to help us determine frequent themes. Table 5.3
contains theKresults of this coding.

TABLE 5.3 A TWO-PART CODE FOR INFORMATIONAL CRISES:
MA AND SRS DATA

Requestor, Instigator, or Groups Mentioned as
Source of the Crisis Situation

Federal 'Congress:
Agency or
Government
in General

Testimony,
Bugetary or
Informational,

Self:

Own Needs
or
Products

Client

(including
Researcher
as Client

I

Unspecified'
or Other TOTAL

R&D

Knowledge
and

Research
Methods

0 0 1 3 0

10

Needs for
Research
or

Program
Services

0

0.

0 0 0

,

0'

.

Description
of Current
Status of
Programs
or Clients

2

0

1

3

1

0

0

0

1

Plans
and

Projections
of

Future

1 0 0
e'

---1----

Policies,
Regulations.

ane

Procedures

1 1 0

,

0 0

Unspecific
Other 2 1

0

0

0

e

3 11

...--

T:tal

11 8 2

/1 / 5 29

22

Key:

-225-



The information type code was developed so as to be similar to the "type"
code used earlier. The instigator/requestor groupings were derived from
inspection of the verbatim responses. Across both agencies, R&D information
is most frequently tied to crises: either in terms of finding out what is
known, or in terms of telling someone (usually an agency policy maker) about
R&D findings. R&D information in crisis situations was mentioned more
'frequently by SRS respondents.. Typical crises involving R&D and agency staff
from SRS were described as: "Prepare progress report on alcoholism studies
for higher levels," "Preparation of policy implications of research," and
"Crash assignment to notify office of Secretary of research findings having
policy implications." There were no mentions of R&D crises involving agency'
policy makers from MA respondents, though they did mention crises involving
plans-dr projections for higher-ups in the agency.

If we concentrate for a moment just on the "instigator or source"
'component )f the crisis, we find that 6.5 per cent of the informational crises
involve either agency staff or Congress. In fact, the response "preparing
testimony for Congress," or "Congressional hearings," were very frequent in
the data -- though more often from MA than SRS respondents. Although we did
not analyze the data to incl-ude the job role of the respondent at the same
time, it is our impression that most of these comments come from persons
employed by the Federal government. Thus, reporting to one's superiors- -
either in the executive or legislative branches--is a "classic" d..Jinition

0 a crisis for quite a few of our respondents.

Our coding scheme does not capture one important theme which ran through
many of the crises, both informational and non-informational. This is time,
or rather, the lack of it. Thirteen respondents (39% of the respondents of MA
and SRS combined) mentioned short or unrealistic deadlines or crash assignments;
most of these from governmental respondents involved requests from or responses
to policy makers. At the R&D staff level, short grant proposal deadlines
accounted for most of the time pressure (together with the push to write
reports).

B. SUGGESTIONS FOR INSURING INFORMATION IN FUTURE CRISES

The last question in the crisis set was put as follows: "Assuming such
crises will reoccur in the future, what might be done to insure that needed
information is available?" Several broad themes run through the responses:

(1) "Keep the communication lines open." This rather vague
suggestion is typical of a group of comments from
respondents who clearly do not have any specific mechanisms
in mind. Most of these refer to interpersonal linkages.

(2) "Develop better information storage and retrieval systems."
This set would depend on information systems for such diverse
tasks as statistical and performance data,'research findings,
and management information. Better data gathering systems
were mentioned by several respondents, and could be coded into
this set,,since most of these comments stressed a need for the
capacity,to get and handle system-descriptive data.
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(3) "Better long range planning." This was a typical comment
from those who mentioned a time or deadline press, or need for
rapid responses to unplanned requests. In part this group
is saying that if top policy maker's could project their needs
better, and keep them informed, then the magnitude of crisis
would be reduced. Some of the planning comments refer to the
respondent's own job, however.

(4) "I have all the information I need." A few individuals took
this approach, indicating the solutions to their crises did
not depend on getting information, but rather, on doing some-
thing with what was already known.

(5) "Nothing can be done." Finally, a few respondents simply accepted
crises of the type they had mentioned as part of their lot,lor
as unavoidable artifacts of the way the system works (or perhaps
better yet, does not work). Such responses tended to occur in
those crises in which unexpected demands, often with a high time
pressure, were made. Inability to anticipate--particularly in
regard to the requests of policy makers and Congress--was tied
to some of these comments.

C. STATISTICAL ANALYSIS OF "CRISIS" RESPONSES

So far we have done very little statistical analysis of crisis. Below
we will make a brief excursion into this area to analyze types of crisis by
informtion needed, sources of infor'mation, and the "what can be done"
question covered above. For this analysis, we have dropped the notion of
source or instigator of crisis. Let us begin with crisis compared across
the four job groups.

There are differences here (in Table 5.4) within each agency by respondent
group. in MA, Federal P&A and DO respondents are high in mentioning informa-
tional crises; Federal P&A are also high in administrative-organizational
crisis mentions. Funding crises receive most mention in the DO group. Among
SRS respondents, Federal P&A staff most often mention informational crises;
R&D staff are divided between informational and administrative-organizational
crises, and Practitioners most often metnion administrative-organizational crises.
The small numbers underlying the percentages should be noted, however.

[Insert Table 5.4 here]

In Table 5.5 we will drop our convention of analyzing by group of respondents
to look at information processing according to type of crisis.

'Part a of the table looks at mentions of types of information sought by
respondents who indicated each type of,crisis. The point of interest here,
as we saw in the verbatim responses, is the relatively low percentage of
mentions in either agency of research-related information seeking--even in
thos crises coded as informational in nature. In MA, informational crises
produce regulatory or administrative information seeking. Administrative or
organizational crises lead to 'seeking administrative information most frequently
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TABLE 5.4 NATURE OF CRISIS MENTIONED BY FOUR GROUPS

.

MA Groups SRS Groups.

Nature of
Crisis:

Fed.

'P & A

R & D D & U Pract. Total

%

Fed.

P & A
R & D D&U- Pract. Total

%

Informational 45;7 38 44 29 39 53% 50 33 11 33

Administrative,
Organizational :

41 38 11 33 35 20 50 33 55 40

Funding 9 15 44 29 21 7 0 33 33 21

Other 5 8 0 8 6 20 0 0 0 6

I-

100%
of

22

100%

of

13

100%
of

9

100%

of

24

100%
of
15

100%
of

6

100%
of

9

100%
of
18

AMM.

In both agencies. In funding crises, however, MA respondents were most likely
to mention seeking information directly related to fund-getting or budgeting,
while SRS respondents most often responded to funding crises by seeking
regulatory or administrative information.

[Insert Table 5.5 here]

The next topic (in part b of Table 5.5) is that of internal vs. external
information-heed during crisis. Tcfi"-point scales were used to assess
the extent jott information needed from internal and external sources during the
crisis ment(aoiled. The results show little difference using traditional tests
of significance ( pairwise t tests): only .among MA respondents who mentioned
administrative-organizational crises is there a tendency for greater need
for information from within vs. from outside. There are no statistical dif-
ferences between agencies for interrial vs. external, or by crisis types on
internal or external in either agency.

Finally, in part c of the table, we will look again at suggested solutions for
informatjon-gatVering 'problems in future crises of a similar nature. MA respon-
dents give informational or administrative solutions roughly equal weight for
each type of crisis. In SRS, there is more agreement on informational solutions
for each type of crisis.

411
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TABLE 5.5

a.
Types of infor. needed

Research: findings, needs

Evaluation, perfomance

Statistical data

Funding

Regulations, adminis.

Policy, planning

TYPE OF CRISIS

MA I

Informa-

tional

Adminis.

Organiz.
Funding Otherf

14% 6 9 (2)

22 12 4 0

39 i6 9 (2)

8 9 41 0

22 44 18 0

3 12 18 0

SRS

Informa- Adminis. Fundina

tional Organiz.

18% 12 20 (1)

18 18 0 0

15 12 12 0

0 12 20 0

45 36 40 (3)

3 9 8 (2)

100% 100% 100% (4) 100% 100% 100% (6)

of of of of of of

36 32 22
mentions

33 33 25
mentions

Mean Extent to which infor.
was needed from:

Inside own group

Outside own aroup

(5=high, 1-low)

3.1 4.0 3.7

3.9 3.2

I 3.9

3.8
I

3.8

3.8 4.0

3.4 3.4

c.

What should be done:

Better admin., organiz.,
scheduling

Better infor., dissem.
communication

Funds, legislation

47% 55 38 12% 12 22

47 45 38 59 81 56

6 0 23 29 6 22

100% 100% 100% 100% 1009% 100%

of of' of of of of

17 20 13 17 16 9

* Based on mentions, multiple responses allowed
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V. ANALYSIS OF UNMET INFORMATION NEEDS

Another approach to communication analysis is to determine perceptions
of need. That is, regardless of the communications facilities, content, and
contacts now available, where is the individual or group "hurting" the most?
Such an approach is obviously directly relevant to communicaticon system planning.
In this study the needs section was placed late in the instrument so that it
could serve as a summary, stimulated by all of the other questions we had asked
about linkage. The approach to needs assessment is a simplified one, compared
to that contained in the Mick, et. al. (1972) study of information needs in
education. But the framework is the same: an assessment of type of information

t-p

needed, source and media preferences, and an indication of the purposes for
which the information is required. While Mick, et. al. had sufficient information
to pre-code the alternatives, in our study we were forced to ask the questions
in an open-ended format. (Toward the end of this chapter we will specify a .

design for further work which moves in the closed-ended direction.)

Types of need: In the MA data, a majority of the mentions of needed
information (55% of 88) were coded as evaluative, performance, or statistical
data. Thirty percent mentioned research or research-needs information.
Among mentions by SRS respondents, the two groups of needs are cited with
almost equal frequency (research findings/needs at 46%, evaluative- performance-
statistical at 43%). Other need categories were rarely mentioned (see Table

5.6a). One MA (R&D) respondent sums up many of the characteristics of needed
research information as follows: "A systematic, concise, usable update of
all research in my area." These characteristics were echoed, in whole or
in part, by many others. At the Federal level, research needs often mixed
with other categories--(again an MA respondent): "policy oriented research; well
conceived evaluation studies; and current, accurate performance data." This
mixed response was fairly typical of many Federal Policy and Administrative
respondents, who blended research needs with the next most frequent categories
of performance and evaluation.

[Insert Table 5.6 here]

As some of the comments indicate, there are differences in information
needs according to job-group membership of respondents. In the MA data,
(also in Table 5.6a) the Federal P&A group is highest in mentioning evaluative,
performance and statistical information, followed closely by Practitioners.
Not surprisingly, R&D respondents most often (45% of the time) mention research-
related information. In SRS the pattern is somewhat different: while R&D
respondents again indicate the highest need for research-related information
(64% of mentions), this need category is also the most frequent one for Federal
P&A and Practitioner groups as well. Only the D&U group respondents break
this pattern, giving more mentions to evaluative, performance and statistical
information.
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TABLE 5.6 TYPES OF NEEDED INFORMATION

MA SRS

a, Fed. P&A R&D D&U Prac. Total Fed. P&A R&D D&U PreCJ Total
Types of infor. needed % %

Findings, needs 24 45 33 24 30 48 64 33 44 46

Evaluation, performance 61 40 50 59 55 45 27 53 41 43
Statistical data

Policy, regulations,
guidelines, adminis.

9 15 17 14 13 7 9 13 15 11

Funding 6 - 3 3

100% 100% 100% 100% 100% 100% 100% 100%
of of of of of of of of
33* 20 6 29 29 11 15 27

b.

Group from whom infor.
should come:

Federal P&A 6i 28 23 35 42 0 17 17

R&D 9 11 0 8 5 20 8 8

D & U 0 0 0 0 0 10 17 8

Practitioners 17 6 0 19 16 20 8 29

Combinations 13 56 77 38 37 50 50 37

100% 100% 100% 100% 100% 100% 100% 100%
of of of of of of of of

23* 18 13 26 19 10 12 24

c.

Media:

Formal 79 33 40 50 68 67 55 54

Informal 5 27 20 33 9 8 27 23

Interpersonal 16 40 40 17 23 25 18 23

III/ 100%
of

100%
of

1'00%

of
100%
of

100%
of

100%

of
100%

of

100%
of

19* 15 10 18 22 12 11 26

* Based, on mentions, multiple responses allowed.
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Subsequent research, with larger and more representative samples, should
explore these suggested differences in more detail and should search for the
reasons for the possible greater need for research-related information in
all but the D&U group within SRS. Age of the system, nature of the field, or
organization of the network might make a difference: i.e., SRS is a younger,
more diverse agency than MA, and this fact may result in greater need for
research information.

Table 5.6b examines preferred sources for needed information within
each of the four respondent groups, but we cannot at the same time include
type of information in the analysis. The table thus gives only source
preferences. It shows that, for both agencies, the Federal P&A groups most
often mention sources for needed information within their own broad group,
while the other groups favor combinations of sources in most cases. Cross-
agency comparison also suggests that the MA Federal P&A group is higher than
its SRS counterpart in needing information. from other Federal P&A staff in
the agency.*

The final analysis we will report here (Table 5.6c) examines media
preferences for needed information in each respondent group. By and large,
formal print media (articles, reports, etc.) are most often mentioned (by all
groups in SRS, and by Federal P&A and Practitioners groups in MA). Inter-

personal media would be used most often by MA R&D respondents, and formal
and interpersonal media are equal for MA D&U respondents.

Several respondents mentioned that their needs were. not for more infor-
mation, but rather, for more time, facilities, funds, or trained staff so

0 that they could absorb and use the information they are now getting. Others,
indicated that quality or packaging were more important to them than quantity.
For example, "The problem is quality and relevance, rather than form...it
is how information is selected and 'packaged,' whether it is analytical or
reportorical, etc., that is crutical, [rather than] questions of quantity."
Thus, it becomes even more obvious that solutions cannot be built on the simple
philosophy of providing Ire and more information. While we have seen in the
comments that many do need more, others are indicating that structural or
procedural solutions are required so that they can utilize the information
they are getting now.

Again, the last two tables suggest interesting leads which can be followed
up only when larger data sets are obtained and when an analysis can be made
which uses an approach such as that which will be suggested at the end of
this chapter. In the spirit of the pre-test, however, we have determined
that the category system used for current information processing does an
adequate job of coding information needs. Future methodology should, however,
allow respondents to indicate needs other than information, or put information
in the context of other needs. Also, provision must be made for those few
people who say they are getting too much information.

*A more detailed analysis (not shown) revealed that 31% of the MA Federal P&A 411
indicated others in precisely their own group, so the other 30% are expressing
need for information from different parts of the agency structure. In SRS,

23 of the Federal PEA indicated same group, leaving 19% indicating others in
the agency.
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VI. SUMMARY

Throughout this analysis, we have made such limited substantive comparisons
between the two agencies studied as seem warranted, given the nature of the
samples and size of the data sets. In summary, however, we have noted the
overall similarity of linkage mentions in the MA and SRS data, though media
use patterns show SRS to be a less integrated system (through low mention
of interpersonal media use). In crisis situations, we noted the small extent
to Nhich research -based information was mentioned as being sought during
crises coded as ":nformational" in nature. Perhaps the pressure and immediacy
of such situations mitigate against the somewhat time consuming process of
seeking and adapting research to their solutions. The information need analysis
showed SRS respondents most frequently need research information, with print
media sources as the predominant delivery system.

The profiles suggest MA as a system operating most often with data (fin
performance, etc.) rather than more digested research findings, and doing
so through established informal channels. SRS has not adopted this model,
but expresses a higher need for research and a dependence on print. Three

reasons might be suggested for this: (1) the newness of the SRS system,
(2) its character (physical disPersion or topic diversity), or (3) the
nature of the welfare-rehabilitation field itself.

VII. NEXT STEPS

During the course of this project, it has become apparent that a linkage
analysis approach to the study of D&U must be closely tied to the D&U
model itself in two ways: (1) linkage behavior information collected from
respondents must be in a form which allows analysis using the framework of
the model, and (2) we must be able to compare attitudes about the D&U process
with actual linkage behaviors. In addition, we must move away from rambling
qualitative answer formats to methods capable of efficient processing of
the extremely large data sets which are generated when we ask respondents to
record communication behaviors.

An example of our present thinking about linkage analysis methods is given
in Figures 5.1a and b. This technique expands on the similar method used by Mick
(et. al.), 1972, in their study of information needs. We have developed
prototypical coding schemes for content, sources and receivers, media, and
uses of information from which the respondent constructs frequent or impor-
tant communications. The resulting data may then be used, with the mention
as the unit of analysis, to analyze source-receiver-content combinations that
'the model predicts we should find. Such analyses also would produce detailed
descriptions of communication in the system which would be directly useful
in processes designed to help managers and policy makers develop changes to
improve linkage where the data say it is weak. The data, given sufficiently
large samples, could be aggregated together for each respondent for comparison
of his linkage behavior with his attitudes about the OW process.
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Before one begins analysis of the very complex (at least 5 dimensional)
data sets obtained in linkage analysis, it is necessary to have some guide
to the potential descriptions and comparisons in the data. The first step
is thus a notational scheme for linkage. A prototype scheme would be needed
which defines the possible types of simple descriptions, intra-group rela-
tionships, and intergroup comparisons. For example, an array of data identi-
fied as SARBCrrIIMIU., is the relatively simple examination of all of the n types
of content contained in those messages received by group B from source group
A, across all types of Media and Uses for information. At the other extreme,
the notation scheme should also be able to define complex intergroup linkage
such as "feedback," and, in betvieen, the moderately complex analyses of a
group's inputs vis-a-vis its outputs. Work is in progress on such a scheme
at the present time.

The primary difficulty with linkage analysis at present is not conceptual,
,but rather hinges on the fact that the multi-dimensional data are not con-
veniently handled by existing statistical computer software. Contingency
table programs collapse under the strain of five-way data solids containing
literally hundreds of thousands of cells for all combinations of source,
receiver, content, media, and uses. It is obvious that special programs
must be developed to provide whichever aggregation of data the researcher
desires, and which-apply information theory or'Markov processes (or 0 combina-
tion of the "two), especially for input output analyses and the more complex
intergroup forms.

One proposal for detailed linkage analysis has already been submitted to
the Mental Health Services Development Branch of NIMH, one of the two D&U
units omitted from the present pilot test. Here, and in subsequent work,
we would strive for a larger, more representative sampling of respondents.
The twin keys to success appear to be (1) extensive pretesting of response
alternatives in the linkage section, coupled with expanJn of the D&U
attitudinal items,and (2) a carefully designed interchange in which the re
sults are fed back to the agency in some coherent utilization program (e.g.,
coupling the results with the type of agency self-analysis spelled out in
Apprendix C).

This brief description of next steps has revealed the extreme complexity
involved in doing comprehensive linkage analysis in a D&U system. This
complexity cannot be ignored, as it is a part of the reality confronting
any research on human communication. The results from the pilot study have
indicated that the method has the potential of providing much better data
on the communication behavior of a system than we have had previously; next,
assuming data collection and analysis problems are solved, we will be able
to move on to system problem-solving activities based on the expression ,

of linkage goals and a comparison of these to the results of the analysis
of current linkage. The result should lead to more effective communication
within the subject DU systems.
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CHAPTER VI

THE FEEDBACK-INTERFACE CONFERENCES

I. INTRODUCTION

The third major activity in this project was a pair of conferences
held in late 1972 with the Manpower Administration and Social and Rehabilitation
Service systems. These conferences had a dual intent: first, we saw them as
a chance to gather additional data aboi4 the two D&U systems involved, and to
validate the information we had gained during the agency case studies and
pilot surveys of linkage. Second, we hoped to initiate a problem-solvip/g
activity within the agencies dealing with such difficulties as should be
indicated either in the data or in the participants' comments. Conference
participants would be selected to represent a broad spectrum of each agency's
DO system. In this chapter we will describe the process, inputs, and results
of the two conferences.

Only two of the agencies were chosen for conferences as it was felt that
we needed to have a complete set of input data fromtthe system before going
on to the feedback-validation conference model. This rationale limited us to
those two agencies, MA and SRS, which had undergone both the case study and pilot
study phases of the project.

In the preliminary discussions which led to the design of the conferences,
we attempted to build in the following specific goals:

(1) Each conference should begin with true communication -- the
development of shared meanings -- by providing participants and CRUSK staff
with a common framework within which to understand and talk about DO. This
was to be accomplished by use of the D&U model developed in the project. In

part the use of the model was also a test of this new conceptual scheme:
would it prove meaningful and useful to the participants?

(2) Each conference should allow us to feed back both the qualitative
data from the case study and the quantitative results of the pilot study of
linkage, without creating a situation in which the feedback became cumbersome
or overly-dominant in the conference. Again, the findings would be presented
in terms nf the model, where possible.

(3) The conference setting would allow us to learn in more detail
about D&U in each agency through the reactions of participants to the data
sets and the model, and through the problem identification and solution-building
activities to be included.

(4) Each conference should produce some progress toward problem
definition and the initial steps (if no more than the mobilization of concern
and community building) toward the solUtion of problems,
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H. CONFERENCE LESIGN*
r

The processes developed to_reach the goals specified above produced a
model for the conferences which combined the more common aspects of data
feegback with a problem-solving sequence design. The result was a model in ,

which both-CRUSK staff and participants would have an opportunity to make
inputs. Although the design changed somewhat for the second (MA) conference,
the basic model for both meetings was that of a two-day format, heavy on
CRUSK ,inputs (the model and,the data) the first day, moving more toward work
by, participAnts as one group and in sub-groups the second day. Our inputs
would_begin withan exposition of our theoretical perspectives on DO and the
model currently in use, and then move on to the data. Specific data inputs
would be the case study materials as coded into the model, the linkage-oriented
pilot survey data, and comparative materials from other agencies' data.

Interspersed with the inputs toward the end of the first day, and almost
exclusively on the second day, participants would be assisted in the develop-
ment of problem diagnoses, and.from these, priorities for action and initial
solution development. The outputs of the problem-solving groups were seen
as important products of the conferences which would, hopefully, be used by
each agency to improve its'D&U system. Each conference would end with an
evaluation of the meetings, designed to imp,rove our performance in such settings
in the future.

ObviouS'ly, the design must reflect the needs, interests, and expertise
of the conference participants. From the beginning, we had seen the conferences
as a chance to bring together a wide range of individuals from each system,
including agency policy, administrative, program, and D&U staff, R&D personnel,
and representatives of important practitioner groups.** Potential participants
were selected from the samples drawn for us by, the D&U units for the pilot
study phase, which had groupings of individuals in each of the above cate-
gories. Thbs, we would not be selecting agency, research,
or practitioner staff at random from the very loose systems in and around each
agency; rather, we would be drawing attendants from those groups ho had been
important to the work of the agency DO un-its, and who had had s stantial
previous contact with the unit. In addition to representatives rbm the pilot
study samples, the DO staff from each agency were to be invite

With this brief overview of the larger intent and design, we may move
on to a more detailed description of each of the two conferences. The summary
comments to follow dealing with the design and process in each conference are
drawn from the tapes recorded at each meeting. The problem-oriented products

* We would like to thank Dr. William C. Morris of CRUSK for his valuable
assistance in helping us design and implement these conferences.

** Project funds paid for the travel and expenses of non-Federal employees
for both conferences.
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of group work presented beloyq are copies of the charts and documents developed,
by participants during work sessions. These materials were also distributed
to participants after each conference. We will begin our detailed description
with the first conference (SRS); when we then-turn to the MAconference, we
will be able to note changes in our design based on the SRS experiences.

III. , THE SOCIAL AND REHABILITATION SERVICE CONFERENCE

The two day SRS conference was held November 29 and 30, 1972, in Washington,
D.C. with twenty-one participants'ein attendance. Rough breakdowns of respondents
into job groups were as follows:

5 -- SRS Federal policy/planning, research and program administration
staff

4 -- SRS Federal D&U staff

4 -- non-Federal D&U staff'

3 -- non-Federal R&D staff

5 -- State and Regional staff

There was, however, less clarity of job role division than this list suggests,
especially among non-Federal participants, e.g., researchers who are also
involved in -(or are doing research on) D&U, regional staff who were R&D
specialists, etc. .The agenda for the conference had been planned roughly
along the lines mentioned in the previous section, although the design. changed
somewhat during the course of the meetling. The following desCription will
concentrate on the process, inputs,"and outputs, presenting the productsof
work grc,oups as they appeared in the flow of the meeting. At the end of the
description, we will talk Aout participants' reactions to the conference, and
the suggesti.ons they made for improvement'in the format/content.

After introductions, the conference got down to business on the morning
of November 29 with a presentation from CRUSK staff about our approach to Dn.
This presentation worked from the general to the specific, ending with an
elaboration of the current D&U model. Discussion of broader points developed,
taking up a portion of the allotted time, before the detailed presentation of
the model steps could be made.

With this provision of a framework for D&U, participants then worked alone
for a few-minutes to fill out a form (Figure 6.1) indicating their perceptions
of the D&U areas being done best and worst in SRS now, and the areas most
important to them'. This activity, and the meetings to follow, were deliberately
timed to break up the CRUSK inputs into sessions separated by work by the
participants`. Homogeneous small groups wereAformed (e.g., policy, D&U,

*See Appendix; D for complete list of particippts. -
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FIGURE 6.1 CRUSK UNIVERSITY OF MICHIGAN.
Research UtilizationConfererice

November 29; 1972

RESEARCH UTILIZATION SIX KEY TOPICS.

A

The figure below suggests six major topic areas which emerge when research utili-
zation is viewed as an inter-system problbm-solving dialogue. Review the questions
posed under each topic and check one for each of the three questions in 'the left margin.
Then jot down examples, obs,rvations, or °they specifies which might be discussed in
the group. (_.
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practitioners) to tally and prioritize the three dimensions, and to work
from this basis to develop a list of problems relating to the highest
priorities. The products of the three sub-groups are given in Figdre 6.2.
It is of interest that the D&U staff see dissemination as being done best
in their system, but utilization the worst (and thus the most important
area for work). This group then worked on defining utilization problems.
Clients or practitioners showed no consensus on most important problems, but
did indicate that need communication -- in effect, making the system listen
to and heed their needs -- was not being done well. The client group then
delved deeper into need communication problims, but in the discussion turned
more toward microsystem activities, perhaps as the most efficient way to
insure both needmcommlinication and solution delivery. Such interactive
proceSses appear closer to a problem-solving model of utilization, a model
which has been historically (and as demonstrated in the literature review of
Havelock, 1969) the most client-centered approach to ()EU. The policy group
shifted from topic area to topic area, picking out factors relevant to their
needs. In,effect they were saying they could not find one aspect of the
model which was most important, but rather were interested in all those things
which could help them develop and administer better policy.

In the afternoon of the first day, the sub-groups reported their outcomes
to the group as a whole, and a clarification discussion followed. At this
point, the agenda called for a shift away from the problem-solving sequence,
and a' return to CRUSK inputs, which may have interrupted the flow of work.
In the large group setting, CRUSK presented a summary of the pilot survey
analysis of linkage, needs, and crisis situations (the same content, but in

less depth, as was presented in Chapter V), Following the presentation, an
attempt was made to have the large group derive implications from the data
and validate the results against their own experiehces. It appears, hcmever,
that there was not sufficient depth or detail in the data .or in the preseotation
to'allow this Implication-Validation task to work well. Participants were also
both4-re'd by the different approaches exemplified by the case studies and the
survey. Perhaps they were saying that we had given them a framework earlier
(the model),, and now were asking them to look at D&U through a different, model
(linkage or communication), and that this shift did not meet their needs which
were to talk about their own experiences and problems in detail.

At this point the group was clearly not, ready for more data input,
specifically in the form of the survey ratings of importance and actual provision
of several DO factors (the ratings discussed in Chapter VI I) . Nor had they had
sufficient time topthink about implications of the data or of the problem
Statements they had "developed earlier. Several comments from the group asked
for CRUSK hejp in diagnosing DO problems in SRS, and particularly for comparative
data on what the flow agencies-studied were doing in thii area. By this time,
the DO model had been presented, but we had not told the group specifically
what we had found in their agency relating to the points of the model. This

'omission was clearly indicated in comments from the group: they could neither
interpret our quantitative data, nor begin work on problem solutions without

I seeing themselves in the model through our eyes, and without some jndication of
what other agencies were doing.
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SRS

Group I Policy People
Wed. a.m.

Best Worst

FIGURE 6.2

Most Imp. Question

1 1 1. Effective Performance and Problem-Solving

11 11 11

(a lot of knowledge, but shaky
in some topic areas and not
evaluated scientifically,
methodologically BUT some good
things - more than being used 7)

2. R&D knowledge base

i* 3. Utilization

11 1 4. Knowlege processing

5. Dissemination

1 1 6. Need communication

* 2 + 3 = 1

r

TRANSLATION OF RESEARCH FOR POLICY ACTION

form of reports, size, presentation, etc.
research changes intent of work

-findings 'themselves not liked
research needs and policy needs

AUDIENCES FOR POLICY

vary by topic area; not sure who is listening, how; soft-sell needed

POLICY MAKER NEED SENSE

SENSING NET TOO NARROW DON"T LOOK into other models, fields

CHARACTERISTICS OF KNOWLEDGE BASE

-availability access
science vs clinical model
relevance, generality, across time and location
applicability to system and needs (difficulty in extrapolating knowledge

from area to area eg VR MP, etc.)
integration w/non-science info (situational; individual case re:

clinical model)
interface of knowledge base, policy and need sensing

-lack of replication, external evaluation

-240-



SRS

Group II Practitioners
Wed. a.m.

Best Worst Most Imp. Question

1 1 1 1. Effective Performance and Problem-Solving

111 1 2. R&D know edge base

11 3. Utilization

1 1 4. Knowledge processing

1 1 1 5. Dissemination

1 1111 11 6. Need communication

No.

New

1 Subtopic of No. 6

topic long-range needs.
Gulf

Even

between problem solvers and users.
best research not utilized.

Practitioners inability to identify his problem precisely.
SRS research historically addressed to agency needs.
Difficulty in turning problems into research projects.
Subsystems may be doing own planning, etc. that may not affect total SRS system.
Circle between universities and SRS self-peretuating.
Have to generate own resources to do research.
Need for short-term planning efforts (6 months).
Information not targetted properly.
Two types of research: SRS funded - not relevant

Not in SRS Research catalogue social science research not relevant
No programmed way for SRS to carp, out mission.
If state agencies had control over resources, they could make information relevant
to agencies.

R4search people need to be part of management process.
Need balanced effort between basic and applied research efforts.
Need translation mechanism from basic to applied research.
Operations research microsystem concept of Aolvement of staff.
Geographical boundaries affect resources possible.
One RUS per region not enough staff for utilization.

SRS research functions: 1. to do research relevant to a number of states
2. local needs in a community or a state

Consensus on microsystem building resource allocations to states and regions.

BALANCE: 1. resource allocation: central regional state
2. model acceptance
3. microsystem most important interactive process
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SRS

Group III D&U

Wed. a.m.

Best Worst Most Imp. Question

1l 1. Effective performance and Problem-Solving

11 2. R&D knowledge base

1 1111 3. Utilization

1 11 4. Knowledge processing

1111 5. Dissemination

1 1 6. Need communication

Need more R&D on utilization, more in terms of applied process than what is/is
not used.

Putting needs into researchable terms and without institutional bias.
Need identification as well as need communication. This is foundation for RU.
Knowledge processing: research may be relevant to needs but user can't make

transformation.
Practitioners must be made need sensitive.
Knowledge base for SRS is often developmental and not useful for policy

SRS hasn't learned how to coordinate resources for best results.
Power relationships should be considered more.
Model does not adequately emphasize linking.

PRIORITY ISSUES:

1. Measurement of utilization achievement does it fulfill goals?
2. What are goals? Need to be refined.
3 How to coordinate (also system levels) resources for best achieve-

ment of goals. Integration? Decentralization?
4. User involvement in research process.
5 Linkage efforts.
6. Research on factors that promote/impede utilization.
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Our original design was modified to present a comparative look at all
four agencies in terms of the model on the second morning, together with the
rating data. The profiles of SRS and MA ratings were given the next morning,
but the discussion which followed did not build on the presentation. Rather,
comments were broad and somewhat "goalless." The discussion did become more
focused when we began the four-agency comparative discussion, using the model
as a framework. We progressed around the steps of the model, indicating what
we had seen going on in that area in all four agencies. Participants would
then respond with their own experiences and evaluations to flesh out particular
points. It became clear that participants were able to make little use
of either the quantitative data or of the model framework itself; what was
proving most valuable was the chance to hear about their agency and others,
and to be able to contribute their own knowledge in terms of D&U activities
presented in the model framework.

At this point the general discussion began to move toward solutions --
mhat to do about problems the small groups had developed, the problems which
had arisen during the comparative discussion. Participants were invited to
indicate their interest in working on one of a set of problem areas, distilled
by CRUSK staff from the previous day's discussion, or to modify the list, if
necessary. Sign up sheets were made available, and two groups emerged which
were sent to work on solution-building in their area during the early afternoon.

The specific tasks for the two groups were to (1) spend a limited amount of
time sharpening the problems in the problem area which they had lust chosen; and
then (2) to spend the majority of their time developing potential solutions
(action steps) for the most pressing problems. A list of potential mechani ms
to facilitate and coordinate D&U was given to participants before they for ed in-
to their two groups as suggestions or action "idea generators" (the list
presented in Figure 6.3).

A wrap-up session was held at the end of the afternoon, during which the
two groups (one which worked on need sensing, the other on solution delivery)
presented their outputs to the total group. The newsprint sheets which recorded
the groups' work were typed, and are included here as Figure 6.4. These
summaries were later mailed to all participants for their use.

The-content of these summaries constitutes the most important output of
the conference in terms of action statements for the system as a whole. In

reading Figure 6.4 , however, it is obvious that the statements are not yet
specific enough to be considered prescriptions for action. Participants recog-
nized this, and some discussion followed regarding the cyclical process the
small groups had followed: one problem area would be followed and pushed toward
identification of specific actions, but before this point was reached the group
would veer off, bringing in other problems which were related to the one under
discussion. In part this may be the effect of problem solving within a very
complex field. Also, this phenomenon may represent the fact that the participants
did not feel comfortable in their role as solution builders: it is simply much
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FIGURE 6.3 Potential Mechanisms to Facilitate and Coordinate Knowledge
Dissemination and Utilization

(Suggestive listing incomplete)

1 Organizational Structuring and Restructuring

2.

Extension-linking systems
Overlapping organizations and associations
Inclusive organizations professional associations
Specialized linking organizations (laboratories, demonstration

centers, clearinghouses)
Formal or informal information networks

Roles and Functions

Specialized linking roles:
to convey new knowledge
to develop knowledge for use
to act as catalysts for change
to act as consultants on retrieval
to act as consultants on change process as a whole

Revitalizing and altering existing roles

3 Temporary Systems

Demonstrations
Seminars (traveling stationary)
Research utilization conferences
Collaborative projects
Simulation activities (role plays, games, system modelling)
Planning meetings
Specialized training focused on knowledge utilization and/or

problem-solving

4. Media

Manuals on knowledge transfer, utilization, or problem-solving process
Handbooks and compendiums on useful knowledge in given areas
Training packages
New journals, newsletters, periodicals, magazines, etc.
Special columns or features in existing journals, magazines, ete.

5 Information Technology

Automated knowledge storage and retrieval
User-oriented information systems
Human resource banks and consultation referral systems
Knowledge translation, derivation, recoding
Knowledge packaging for use

6. Procedural Aids

Knowledge utilization or problem-solving guidelines, policies
Knowledge utilization or problem-solving checklists reordering,

remedial devices
Subsidies for specialized utilization, problem-solving or retrieval
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FIGURE'6.4

SRS Conference 2nd Small Group Meeting - 11/30/72
Need Sensing (of Practitioners)

I. Conceptual Framework to Facilitate Need Sensing..

A. Need for conceptual framework for needs.
1. We need a statement of managemeflt objectives means by which

conceptual framework and integrated system can be developed -
e.g., cost benefits, relationship of activities to outcome, roles
and working relationships among staff.

.2. Legislative charge as they relate to needs.
3. Relationship to objectives.
4. Who sets objectives based on needs.

a. Administrators
b.

5. Sifting for appropriateness and prioritizing to avoid being overwhelmed..

B. How to strengthen need sensing.
1. Need sensing activities.

a. in state agencies.
2. HEW conduct activities to assist administrative and other people

incagencies in need sensing; training directives.
3. Technical assistance in language to identify needs.

II. Criteria and Measures of Needs to be Defined.
A. Diagnosis.

I. Needs of clients "unmetnessH
2. Clients:

a. Handicapped people
b. Counselors
c. Agency
d. Administrative structure
e. Community

B. Identification of needs.
1. Sensing should be accurate, uncensored and undistorted.

C. Hierarchy, of needs.
1. Priority and utilization.
2. Theoretical models needs expressed in a theoretical model

(e.g. Maslow); Field's "sense of agency."

D. Measurement of Needs.
1. Closure sSxstem as a single means of measurement is inadequate.
2. Su9gestiNs3 other criteria

ways to measure client progress
along dependent to independent line

3. Recommend: need measurement and manifestation
assign to an individual within an agency.
(-) too isolated no involvement of larger group

4. Evaluation, assessment, analysis of 'total rehabilitation programs.
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2nd small group, Need Sensing

III. Channels for Expression All Levels

A. Clients, counselors and administrators (interchange)
1. Structure for manifestation (expressed I of client needs,

counselor needs, and administrative needs and all mixtures.
2. System to brainstorm problems and cast into hypotheses and

sometimes researched.
Formal structure (channel)
Informal means (individualized)
Example: local staff meetings.

3. Means to meet needs
a. Directly
b. Indirectly

4. Importance of integrated lystem within state agency with expertise
and skills of research to bear on diagnosis and filling of client
needs (consciousness of staff) plus other outside resources.

B. To overcome isolation.
1. Concern re isolation of Feds (central office!) from reality of direct ser-

vice delivery. State office isolation and divorcement from problems.
2. Research utilization and information flow ":n reverse" - up to the

administrator.
Example: Investigate the media. 411

3. The more specific and/or isolated [the need] the less impact on
administration.

4. RU and needs on local level are considered low priority by administration.
5. Alerting researchers to needs;

Translation of the expressed needs into research "problem".
6. Visibility to non-VR agencies.

C. Concepts.
1. "Coupler" an individual able to arouse, catalyze, mediate change

and identify needs and transmit ideas.
2. "Advocate" one to an agency.
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SRS Conference 2nd Small Group Meeting 11/30/72

Solution Delivery

Problem Statement: Solution (Alternatives) Delivery

(NOTE: Some members of the group felt the term "solutions" was presumptuous.
They felt that researchers couldn't necessarily deliver solutions, although
they could deliver suggestions for alternative action steps for dealing
with'a problem.)

A. Factors that should be considered in any SRS approaches to solution
(alternatives) delivery:

1. adequacy of dissemination media.
2. diversity of clients (service recipients).
3. clients both agencies within SRS and SRS service recipients.
4. possibility of over-emphasis on dissemination.

(NOTE: One member felt that too much talk about dissemination
per se might obscure the problem that getting the information out
does not necessarily insure that the information will be used.T

5 need for screening of information and targetting of information for
specific audiences.

B. Final statement of elements of problem:

1. disseminating existing information.
2. finding information that fits needs of different user categories.
3. packaging (e.g., transformation of information and selection of media).
4. user adoption.

II. Problem Resolution

B. Action steps for dealing with the problem of solution (alternatives)
delivery:

(NOTE: group members were aware that the time constraints precluded arriving
at more specific recommendations and that, in this sense, the following
suggestions are not really action steps but specification of areas where
action steps should be developed.)

1. develop groupings of research items to give user comparative idea of
alternatives and suggest individuals to contact for further
information or assistance.

2. identify and differentiate user groups and survey their needs.

3. target dissemination activities for key user groups.

4. organizational analysis.

5. involve key state personnel in utilization.

6. Transformation of knowledge on regional level, closer to users,
rather than on federal level. (This was further refined to recommend
involvement of next user level in transformation activities, whatever
that user level is.)

7. Personnel profiles to aid targetting.
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2nd Small Group Meeting

8. Further experimentation with seminar method of introducing information .
to different agencies or other user groups.

9. Development and identification of different dissemination strategies.

10. Development of follow-up and feedback monitoring strategies.

11. Provision of consultation to users.

12. Disseminators should suggest to users alternative methods of
implementation.

13. Cannot neglect engineering step of making information fit unique
needs of any given user group.

14. Estimation of impact prior to decision to adopt (e.g., simulation).

15. Rationalize reward system for innovation (e.g., verbal approval from
state director for innovative behavior, differential payment, travel
expenses).
(NOTE: One member pointed out the limitations of this suggestion,
that is, that innovative individuals are usually not conformists
within the organization -- they tend to operate on the fringes of
the organization -- and administrators tend to reward the more
conformist members because, by the nature of their job, they need a
certain amount of conformity to hold the organization together.)

16. Report on successful utilization activities with personal recognition
of people involved.

17. Personalize utilization process: "People-to-People."

18. Research on impact of different packaging on different targetted groups.

19. Get utilization issues into educational structure (e.g., college
curricula on use of research).

20. Develop research from common problems of user group and involve
user group in research process from beginning.

O
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easier for any group to continue talking about their problems than to
commit themselves to developing solutions to them solutions which mean
they themselves are going to have to behave differently than they do at
pretent, and which require risk taking and the marshalling of support from
both superiors and subordinates. Some specific recommendations for processes
did emerge (for example, the moving of transformation activities to a point
closer to users), as did recommendations for new OW tools (e.g., use of

-telephone as a rapid and informal D&U medium).

Further elaboration and task setting was not permitted by the lack of
time available. The meeting came to a rather abrupt close, precipitat(-d by
travel schedules and Washington car pool departures, without much discussion
of exactly how the group products would be put to use. The SRS EMU staff
did indicate that they would try to build the group'products into the 1975-1979
"forward plan" for D&U activities which they were then developing.

The final task of the meeting was that of evaluating the conference itself.
Evaluation forms were given to participants for them to rate their satisfaction
with each facet of the meeting, and make comments. A summary-of the evaluations
is given in Figure 6.5 . These results show that the activities\involving the
DO model (its presentation, and OW activities of the agencies presented in
the model context) were relatively well received, though some would have
preferred a pre-meeting written presentation of the framework. The problem
generation and solution building activities also fared well, although the
latter tasks were seen as somewhat too general and too forced by lack of time.
Th<least attractive facet of the meeting was the presentation of the survey
resuThrt. This analysis was perhaps too long and complicated, and definitely
did not relate well to the needs of participants or to -the remainder of our
inputs.

Several overall evaluation comments stressed the lack of a clear statement
of purpose for the conference at the beginning, and othei-s dealt with scheduling,
or mentioned that too much material was presented for the time available. There
was also a theme of relevance of the materials presented, and that the ratio
was too high in favor of CRUSK input to participant input.

Perhaps the most important part of the evaluation were the outcomes
participants projected, i.e., the impact of the conference on them once they
returned home. There is a wide range here, as might be expected. The most
frequent type of comment dealt with applications of some specific portion of
the model or concepts obtained in the participant's work; these ranged from
planning through dissemination and microsystem analysis, Second in frequency
were the "cognitive only" outcomes, those participants who mentioned the confer- \

ence as an asset to their thinking or knowledge, but made no specific mention
of behaviors. Others mentioned such diverse topics as integration of their
learning into teaching or training situations, and the value of contacts made
at the conference.
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FIGURE 6.5
[Compiled)

EVALUATION FORM: SRS Rdtearch Utilization Conference

1. How satisfied were you with each of the following aspects of this conference?
Please check whether you were:

2 3

0 0

Mean:

1 2

3.9

3

0 a
Mean:

2

3.8

3

9

Mean: 2.3

1

1

4

4

LIM

5

5

1) Very dissatisfied
2) Somewhat dissatisfied and give

Neither satisfied or dissatisfied comments3)

4) Quite satisfied about your
5) Very satisfied answers

a. Presentation and discussion of RU model (Wed., a.m.).
Comments:

Too much time allotted; projector/newsprint helpful.

b. Discussion, ranking and comparison of major RU issues (Wed.,
a.m. groups and posting).
Comments:

Small group beneficial; groups facilitated participation.
4 5

1-01 c. Presentation of survey results (Wed.., p.m.).
Comments:

Too much time; illusive-7interpret/select more; fail to
relate results to what I could contribute; too many side --
tracks; too long, diagrams too complicated (except graph).

2 3 4 5

d. Derivation of implications (Wed., p.m. groups and posting).
Comments:

Omitted

e. Presentation on RU in other dbencies (Thurs., a.m.).
Comments:

2 3 4

m
Mean: 3.0

14 1 6 101

Not much actually presented on RU in other agencies; more
detail on what worked where; greater detail; some,useful
ideas; present in written form and save time for F; relevancy/
transferability didn't come through; would like hand-out
material; need more formalized presentation and reduced,
audience participation during it.

1 2 3 4 5

f. Discussion of ways to improve SRS RU (Thurs., a.m. groups,

Mean: 3.7 p.m. posting of alternatives).
Comments:

0

Small groups reinforce micro-system information exchanges;
each small group should deal with entire model; task too
open, product too general; here we get down to cases; output
lacked specificity; not enough time; good interchange; more
time needed; follow up with resolution sessions.
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11. Think ahead to your return "back home." What impact do you predict
what you did and learned at this conference will have on you and on
your work?

Will concentrate on microsystems--collaboration; apply concepts to
need sensing.im a project; try some of the ideas on dissemination;
have a better conceptual model to plan dissemination activities; may
have impact on research activities; look at macrosystem activities
in region; helpful in planning; nothing immediate--may have long-
range benefits.

Contacts for future contacts; appreciation of how R&D is seen in
the "field"; awakene to client needs; increased understanding;
conceptualization of model; insights to use in student seminars;
curriculum development; training for practitioners re research from
utilization focus.

III. What other comments would you like to make about this conference
contents, processes used, site, scheduling, etc.?

Need more explicit statement of conference purpose, more small
groups; purposes not clear enough; stress objectives for the after-
noon group; clarify charge to group; purpose obscure, conference
intent not clear.

Tighten scheduling, or more time for discussions of SRS RU; smaller
group sessions; ideas better than models; too much to cover--schedule
revision helped; time tight; too much faculty input in re group,
input.

Did not address primary SRS problems; discuss some RU case studies;
need more meetings not in D.C.

Thank you for your attendance and for your comments!
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In summary, we felt this conference w s omewhat hampered by the tight
scheduling of too muctl input on our part, an a process which did not give
participants a chance to make their own inputs early or often enough. . Some
of these learnings were built into the design of the MA conference, which was
held a week after the SRS meeting. Unfortunately, one possibility, that of .

giving the participants the conceptual framework prior to the meeting, could
not be implemented for the lecond'conference because of lack of time.

IV. THE MANPOWER ADMINISTRATION CONFERENCE

The MA conference was held December 7 and 8, 1972, in Washington, D.C.
A rough count gave the following breakdown of the twenty-one participants:*

6 MA Federal policy/planning, research and program administration
staff

5 -- MA DO staff

2 -- non-Federal DO staff

4 non-Federal R&D staff (although some were active in D&U)

4 State and Regional staff

At the beginning of the conference, as participants arrived, they were
asked to answer two questions and to post their large answer sheets around the
conference room. The questions were, "what is the most pressing knowledge
utilization issue to me", and "what do I expect to get out 'of this conference?"
The responses were used to give participants a chance to identify people with
similar interests, and to give the CRUSK staff a feel for the needs of the
group. In general, the responses to the first question were vague and abstract,
and those to the second centered on a desire for cognitive learning, although
some expressed needs for more specific ideas about how to accomplish some
(usually broad) task related to their job.

In the introduction to the meeting, we were careful to specify clearly
four purposes for the meeting (these were posted and in view during the'two
days):

(I, to encourage dialogue in the group and between CRUSK and the
group about D&U;

(2) -to share and confirm data from case'studies and linkage survey;

(3) to identify and prioritize problems in DO in the MA system;

*See Appendix D for complete list2of participants.
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(4) to develop first steps'for'problem solving on impor ant problems.

We stressed that the format was one in which we would strive to blend inputs
from both the participants', and from CRUSK.

The first major input was the orientation.to our work and an introduction
to the D&U model, including the fit between the (older) work on identifying'
theoretical approaches to D&U and the newer model. This presentation was
similar to that used during the SRS conference, but shorter.

Next, again following the agenda used for SRS, participants were asked
to rate the six D&U problem areas according to best, worst, and most important
(see Figure 6.6). Homogeneous sub-groups were formed to tally, prioritize,
discuss, and identify problem areas. The outputs of these groups are
contained in Figure 6.7. Because of the large. number of D&U staff (both
Federal and non-Federal), two DF,U groups were formed for this task.

There was a feeling in the sub-groups, expressed during their subsequent
report back to the large group, that the ratings were "relative"; some,partici-
pants redefined the "best" category into "least worst." Very little consensual
agreement.isifound in or across the four.groups in the three rating areasi
with the exception that the policy -and administrative group saw utilization °

as most ,important, 9nd that the two D511 groups taken together saw the R&D
.knowledge base'as the rest (or "least worst") feature of the system. The
problems iden'tifAed by the sub-groups ranged throughput the six questions and
over the model steps In the report-back session tble low mention of need
sensingas a problem was discussed, and at least one.group noted that this
area had been given emphasis in their'discussions.*

Next, we returned to inputs from the CRUSK staff in the form of the data
on ratings of D&U factors, and then presented the major points of the linkage
analysis from the MA data in the pilot survey... In the discussion and clarif-
ication which followed these pregentations, introductory material was used
relative to what other agencies were doing in the field of DO.

The final task of the first day was the beginning of small group meetings,
according to sign up sheets, to work on problem formulation in selected D&U
reas. The groups were encouraged to spend the remainder of the first day
fining p'roblems, and tF to begin the second day in the same groups, but
acentrating more on,de..4oping solutions to those problems. These small

groups were not as representative of all participant job roles as we had hoped,
hdWeer, since we had lost all but two of the Federal policy and administrative
particjpantt by the end of the first day. Loss of these indivIduals may have
curtailed the transfer of need and problem statements from others in the D&U
systein cflrectly to the policy-making level, an advantage normajly gained in
hetetreneous small group problem solving.

* We must look ahead to note that no one signed up to work on this area in
the problem-solving sessions on the second day.
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FIGURE 6.6 CRUSK - UNIVERSITY OF MICHIGAN
Research Utilization Conference

December 7 -8, 1972

RESEARCH UTILIZATION SIX KEY TOPICS

The figure below suggests six major topic areas which emerge when research utiliza-
tion is viewed as ar inter-system problem-solving dialogue. Review the questions posed
under each topic and check one for each of the three questions in the left margin. Then
ot down exomnle,, ob,e,vatTO7s, or other specifics which might be discussed in the
group.

It

0

Td

(

0 2 O

Pled' ye Performance and Problem-Solving in the MA Mission
Do MA users (consumers, practitioners, administrators, policy makers) need

any holy in their day-to-day activity which could come from R&D? (What sort
if R&D help do they need?)

2 1

2

2 The R&D Kndwledge Base
Does ad4cluate knowledge now exist to provide such help?

Utility?)
(Quantity? Quality'

Utilix.!114
Doe. existing R&D knowledge get used? (When? Ht./ ulten?' How? For who!?

4

I. th, exsting R&D knowledge adequately Iran kited and pa(6.1ged fir use?

rwerimaii./ed' Integrated? De-jargonized?)

Ir exi Iron kn/iwiedge transmitted to potent ial u in th, hi, I way?
,oJoOk hroks, pamphlets, magazine!.. jouloal

la,e,to-lace Lonsultations?)
1

6 C,,mmuni i i 1..1

Do L. 1-notenliO1 u. yet to the R&D 1111,11.1,e1,7 " clear what
D. theNe!needs influen,e the w..6 R. 01,11.11"1

1

/

ide iate ?-was \communication hetween researchers and risers on

1,1 hut i On,

8 Macrosystem
Is there a functioning nac4nal system (or research-based problem-solving
in the manpower fieQi1 \
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FIGURE 6.7

LABOR CONFERENCE
Det. 1972

'G,roup I.- Policy and Administrative

Best Worst Most Imp. . Question

11

11 1. Effective performances and problem solving in
MA mission.

-getting informed decision making
-the problem

1 1 2. The R&D knowledge base
-evaluate specific programs but not the

entire system
give program rather than policy
advice

lag time re policy constrained now

3. Utilization
rewards missing for our work in getting

utilization at policy level
-how make them receptive (e.g., training

for policy makers)

1 1 1 4. Knowledge processing
-e.g., to program people R&D doesn't fit

for them

5. Dissemination
-goose to community (1000)
less to development community

congressmen
own policy makers

-how to develop an improved system to reach
new decentralized system

1 6. Need communication
no time for adequate surveillance

1 7. Mftrosys?em

1 8. Macrosystem
-training for new political appointeees

re run system, user of R&D
develop linkages between information sources

and policy decision (working on this now)
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LABOR CONFERENCE
Dec. 1972

Group II - Practitioner
Thurs. a.m.

Best Worst Most Imp. Question

1

1

1. Effective performance and problem solving

2. The R&D Knowledge base

3. Utilization

4. Knowledge processing

5. Dissemination

6. Need communication
as users no one asks us our needs

7. Microsystem
conference and conventions are most helpful

for dissemination of info

1 8. Macrosystem

Problems

1. No communication from MA (we're not part of system not receiving except
in informal sessions outside of system

2. No mechanism to feed knowledge stored at fed level to region

3. Existing knowledge is not packaged so we can use it not transformed §o
can be used: repts too long to read

4. Breakdown of our (local) needs communication

5. Turnover of programs is so rapid have no time to 'assimilate them at local .

level

6. Knowledge base at fed, level have quantity, but not necessarily quality

.7. Imbalance in emphasis of programs with no carryover to sustain exch.

8. Knowtedge we have isn't used by decision-makers (e.g., Vickery report)

9- Decision makers either ignore knowledge or adopt it in whole and

change again quickly when it doesn't work.

10. Lack of training and refresher training at generalist level so can serve all
people not just specialized programs. (me personally)

1
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Group II

Priority Items

Least worst Worst Most Imp.

1. Microsystem

(occasional conferences
and conventions in which
there is informal dialog
outside of formal sessions)

1. Knowledge processing Stabilization of need
and definition*

Dissemination

(see: problem list items)

2. Utilization

*Emphasis: "Reoriented so much is disoriented"
goals have shifted problem redefintion

O



Labor
Group I I I D&U
Thurs a.m.

Best Worst Most Imp Question

1. Effective performance and problem solving

111 .,,, 1 2. The R&D knowledge base

11 3. Utilization

4. Knowledge processing

11 1 5. Dissemination

11 6. Need communication

11 11 7. Microsystem

1 1 8. Macrosystem

1. Macrosystem no national organization

2. Microsystem can be used to involve user in research process from beginning

3. R&D knowledge base adequate to quite good

4. User needs feedback from service recipients important

5. "User" MA user groups extremely diverse

6. Communication with policy makers badly done and important because they have
power over funds

7. MA has had particularistic emphasis in RU activities need to be developed
into more generalized system macrosystem

8.' Model sections 1, 7, 8 are universal problems. Too general to be worked on
usefully

9. Too much information

10. Quality of research or of dissemination does'not insure utilization

11. Lack even a common terminology with which to discuss utilization

AREAS Where Most Problems Exist: (Not: This is not intended as an exhaustive
list)

A. Transaction between dissemination and utilization: Linkage? adaptation?

B. Political issues of KU "We're not paying enough attention to these"

C. Define what R&D can do - can't solve all our problems with R&D
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Labor
Group IV D&U

Thurs. a.m.

Best Worst Most Imp. Question

1. Effective performance and
problem solving

1 2. The R&D knowledge base

11 11 3. Utilization

1 1 4. Knowledge processing

1 5. Dissemination

1 6. Need communication

7. Microsystem

1 8. Macrosystem

R&D knowledge base best because:

I. MA and other R&D knowledge
good quantity in most areas
but some questions re quality
to define problem, etc., reading,
coping skills, motivation

Utilization

`Translation from basic to applied bridges needed
Worst: little evidence of use

funding and dissemination not enough. Must build in utilizatidn
and technical assistance

overemphasis on role of information in triggering change
don't know what gets used
proprietary interests may create static
end product, reflects deficiencies in other links

Knowledge processing
problem of knowing how to package
software and hardware agents need guidance
need to change roles users and utilization
not enough translation
too much jargon
but "jargon" acceptable for precision and redefinition of concepts

Dissemination
available information sits on the shelf
need face-to-face sessions
doesn't get planned or followed up
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Group IV D&U

Need communication
major obstacle is insufficient understanding

of needs of operating people either perceived or real
R&D insulated from user involvement

Macrosystem
further development of formal dissemination system

Microsystem
need for a model (both conceptual and working)
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Participants worked in their small groups for the majority of the second
day, returning for a report back and wrap-up session in the afternoon. The
group products, in the three areas of utilization, knowledge processing, and
microsystem building, are given in Figure 6.8 Most groups mentioned the
"cycling" phenomenon discussed in the SRS section: small group members would
begin moving toward the development of action steps in one problem area, only
to introduce related problems which would then be discussed in the abstract.
In part, they felt that this might have beeh a result of the complex inter-
action of problems in D&U. However, it was clear that some participants would
have been happy to have spent all of their time defining and talking about
problems themselves, rather than being pushed to design solutions. This problem
might have been reduced had we had the continued participation of the policy
and administrative group, and had they legitimated the task of developing real
steps for change in the system. It was also suggested by CRUSK staff that
part of the problem might be corrected if the group were able to develop better
problem-solving skills before undertaking the task.

One reasonably specific recommendation did come from the group working on
utilization problems. This suggestion was for the development of a new role
of "information specialists": persons to work at the regional level charged
with communicating DO information to line managers in the MA system. However,
the group felt that more information and constituency building were required
before such a step could be advocated. In the discussion which followed, the
notion of a pilot test of this role in one region was brought forward. The
similarity of this job to that of the SRS Research Utilization Specialist also
was pointed out.

As in the SRS conference, the final step of the meeting was that of evalu-
ating the conference itself. A summary of the comments is given in Figure 6.9.
In general, the evaluations were somewhat lower than in the SRS conference,
except for the survey presentation (which had been kept very short), and which
was rated highest in this conference. The fact that the inter-agency comparative
materials were linked into this presentation appears, from the comments on this
rating, to account for much of the difference. It is interesting that the
problem-solving activities, which were second in high ratings only to the model
presentation in the SRS conference, were the lowest rated in the MA meeting.
It becomes apparent from the comments, however, that the frustration of attempting
problem solving is the difficulty, rather than the idea of solving problems
itself.

Turning to the general evaluative comments, again we found several remarks
pertaining to scheduling, timing, facilities, etc. The more general comments
mentioned problems ranging from participant selection, their cooperativeness.
etc., to those indicating that participants might have 'been more satisfied
had they been given more responsibilities in designing the process of the.meeting.
Again, the desire for more descriptive and comparative data was expressed.
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FIGURE 6.8

Labor
Utilization - Small Group
Thursday afternoon and Friday

A. Utilization

Problems:

-getting decision maker to use knowledge (form not useful?*)
*even after being repackaged

- staff capacity'

-guidelines, regulations, etc. don't permit us enough flexibility

- finding out where utilization is now going on: tracking

-what is definition of utilization, e.g., how does DO staff decide when
knowledge has been utilized? when others take over; never satisfied;
development of program which is transferred to user system and replicated

1

- money- -key in reaching decision makers

-decision alternative of adopt vs "do what I'm supposed to do"

i -role definition problems?

-what does role allow/encourage person to do in terms of going
out to give/get information

- building into research project a utilization role for the researcher
(first need mechanism to decide what appropriate utilization role
should be for given research/project)

DO staff forced to take unevaluated products and get them used

-with decentralized system regional cffice'should be more active--but RU
is still national

CRO's don't want to use research

- lack of support staff (secretary) in D611 unit

-No clout --D &U, USES

-no operating arm

-difficult to reach poltitical appointees within regional office areas
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-local area Manpower planning advisory board operations within
different city power structures (e.g., strength of mayor)

how to get decision maker here to make decisions based on valid
knowledge
we (D&U) will have to know local conditions and needs better
(e.g., labor market information)

- have not reached linecbuthority - D&U gets to staff people (e.g.,
manpower administrators at WIN, regional, state levels)

difficulty in establishing regional R&D utilization contact person

Wrap-Up

1. Reaching key decision makers

line administration at all levels
-Washington, state, regional offices

2. Capacity

- staff, secretarial

3. Utilization roles for researchers

4. Tracking utilization efforts

R&D Linker Staff Decentralized

Brainstorm Alternatives for:
more than one R&D guy per regional office

1. Decision makers potentially reached

a. regional MA
b. state agency administrators (employment services)
c. program sponsor/operator (NYC, CEP, etc.)
d. area manpower planning (potential)
e. pressure groups

2. Linkages

- field to Washington R&D (tie to technical assistance and
training)

- R&D to decision makers

a
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3 Location

Regional office (e.g., SRS, R&D specialist) Use existing system-
TAT centers other agencies

State (e.g., SRS RU specialist)
In area plan groups (-4-300)

How to demonstrate need for new role, i.e., show lack of information
flow/use to DMA, RMA, etc.

- document results from present ,projects
- collect experiences'of regional office project, R&D, etc. staff
which show the gaps--present in way a task force does?
- use our work here, as a group.

Volunteer region to pilot role.

. Labor
Knowledge Processing Small Group
Thursday afternoon and Friday

Problem:

Getting users (arbitrarily limited to state and local level) to adopt
R&D findings.

1. going through existing non-federal associations with existing
dissemination systems.

2. go through regional office because RMA's control funds

3. multi-agency network -- tie in with SRS, OE, etc. for information-
technical assistance, etc.

4. direct access to users with some items

E&D project in regional office -to find out how to better Use regional office
In,R&D dissemination and utilization

tje research in with needs
- cassettes, video, etc.,
- identify user for paritcular research item

e -find out who's doing what in organization - subject areas:
-special conferences at regibnal level

HOW? Who? It depends;
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Refined Problem Statement

1. Development of criteria for identifying users; use of research
base in this task.

2. Implementation of criteria

USER GROUP:

Knowledge processing group

How do we get users to adopt successful training program users are on

all levels federal, regional, state-, and local

Knowledge Processing

3 general categories of problems within knowledge processing area, ranked
according to priority:

1. users - identifying, surveying needs, etc.
2. system constraints funds, resources, politics, etc.

3. media (both media and communication channels)

1. User category: Problems

- knowing enough about users to know how to package information;
getting information into form and language that users can understand
and use;
finding out how users integrate research knowledge with other things
they know;

- finding out how users transform information into knowledge;
identifying users whO could benefit from information and packaging
it to be most usa4lb,1e to them;

- involvement of us r in R&D process from start and at every level:.
stimulating users to actually apply knowledge;
making sure top-level people know what the fLel-d people are doing;
- narrow definition of knowledge. Researchers are not the only
knowledge producers; users produce forms of knowledge also.

2. System.Constraints Category: Problems

inaccessibility of people who control funds. They talk to their
own level of people and other levels can't get access to present
views, etc.
-knowledge processing strategies must take into account the "pecking
order" - status problems;

- need for interagency training and information exchange (there are
overlaps and duplication of effort and responsibilities).
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3. Media Category: Problems

-what are appropriate media for what kinds of infortation and
audiences;

- forms of packaging must be convenient to carry around, etc.
- Re Table 1: Why aren't things happening in the various low-
interaction channels?

Unclassifiable 'Overview' Problem

what are criteria for-choices that must be made when selecting
knowledge to be disseminated?

Criteria for Solution-Building

'1. specificity
2. personally involving
3. realistic; capable of being accomplished
4. observable; measurable
5. other

Specific successful WIN training program - How do we disseminate these
results to .field people on federal, regional, local-state levels who
actually run the program?

Alternative Solutions:
Specify in research contracts how information will be used -- define
specific kinds of people-who can use it and how they can use it.
"How to" manual. Contractual requirement that contractor have
orientation period in the field to understand user needs.

1. categorization of criteria - different ones for different
audiences, products, etc.

2. specific instructions for'action with piece of information

C. Labor
Microsystem -.Small Group
Thursday afternoon and Friday morning

MICROSYSTEM GROUP

(

each element
1. Overload on policy makers

on linkers
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2. Dimensions Of microsystem spectrum

3. Different system for different users

4. Internal communication of users

I. Regional Utilization Network Conference

1. Knowledge users and needs considered separately instead of produced
with user in mind. (e.g., why be concerned with users and utilizatidN),

2. Manpower planners (goiernors and mayors 'offices)

Lack clout
Duration
Don't perceive self as disseminators

3. Presentation of information
(Knowledge 2rocessing in transformation how many different kinds
can be handled)

4. Lack of personnel with writing skills and resources - poorly prepared
material - user not served well

II. Some groups for which establishing linkages is problematic, for others not.

Problem of their perceiving our utility to them - different attitudes
- building trust
- policy formulation types are problematic
operating groups are not

(Courtship of
--need communication for policy makers problem

policy makers
--presentation to them is critical

into a
osystem)

--personality problems
--bureaucratic problems

micr

III. "CourtShip" '- °Local Resistance to Research

- fears that it is evaluation
lack of trust of researcher

- overload claim
- defensiveness - -lack of oppnness and cooperation
- poor report rewards for them --little or no feedback
- imposition rather than joint effort
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FIGURE 6.9
[Compiled]

EVALUATION FORM: MA Research Utilization'Conference

How satisfied were you with each of the following aspects of this conference?
Please check whether you were:

I 1 1
2 3 4 5

11311 5

Mean: 3.4

I 1 I I

1 2 3 4 5

Meat`: 3.5

RI I

1

0

0

2 3 4 5

E:=J113

Mean: 3.7
El I

1 2 3 4 5

1) Very dissatisfied
2) Somewhat dissatisfied and give
3) Neither satisfied or dissatisfied comments
4) Quite satisfied about your
5) Very satisfied: answers

a. Presentation and diScussion of RU model (Thurs., a.m.).
Comments:

Too abstract; participants already knew subject area; parti-
cipants (nor -D&U),should have been briefed on report on
model before; not tied in with actual problems; "probably
useful for providing a common understanding base to start
from, but not exactly hIspiring."

b. Discussion, ranking and comparison of major RU issues (Thurs.,
a.th. groups and posting).
Comments:

.Group composition deficient to task, needed more policy
makers aRl adminis.trators; should have had more discussion
by total group-of postings.

c. Presentation.of survey results (Thurs., p.m.)'.
Comments:

Good comparison review; good material, content rather well
organized, graphic aid's well done; need CRUSK's analysis,
of results.,,

Fin Fin n d. Derivation of implications (ThOs., p.m. groups and 'posting).
Comments:

1 2 3 4 5

[:=][:.1

El I

I I

2 3 4' 5

Mean: 2.8
El I

Omitted

e. Presentation on RU in other agencies (Fri., a.m.).
Comments:

' Omitted (
4

f. Discussion of ways to improve MA RU (Fri., a.m. .groups, p.m.
posting of alternatives).
Comments:

D .'sappointed group could not at least begin to define one
problem in utilizatioH and suggest solutions for-it; some
co the most useful part of conference, needed more user
participation; "conference convenors need mire congenial wa)41,
of 'coaxing'' thought out of participants, but they were

?'screwed' as always in in-city conference by heavy fall-out
of senior (status) MA,participants";-as new members ar-ived
focus on problems and solutions Changed; good start, but unless
there is some direct follow throu'gh,'simoly another exercise in
futility.
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II. Think ahead to your return "back home." What impact do you predict
what you did and learned at this conference will have on you and on
your work?

Confirmed necessity that R&D must be accompanied by statements
as to how these findings will help meet user's needs in resolving
their problems.

More emphasis on utilization activities for project; may get some
representation for utilization in one regional office.

Better expression of R&D local needs; more sensitive to user needs and
-reactions.

In long run, a mechanism for conveying at least a part of the R&D
action to field; more consciousness of R&U department and different
look at materials that come across my desk; reinforced about wide-
spread concern about lack of adequate utilization knowledge, at
least I know I have a referent group.

Will be useful in training ;' review research material to see if can
be applied more directly in local area manpower planning; an "insidious"
influence on my behavior in this and related areas; stimulation to
reconsider and replan; general suspiciousness about conferences.

III. What other comments would you like to make about this'conference con-
tents, processes used, site, scheduling, etc.?

Better care in selecting participants; content and processes which
were planned were OK, however, not all participants understood (or
cooperated with) what was expected; conference format was autocratically
imposed, suggest more participation in planning conference procedures
by participants, more emphasis on how other agencies deal with stecific
prqblems; more input from Bill Morris; good--follow-up
suggest visiting some successful projects to either confirm or dagree
with some of the problems stated in this conference.

Longer conference, more concrete solutions to utilization problem
could have been proposed;.more time for "sink-in" of new materials,
"new" ways of thought engendered or rekindled in participants; tight
schedule, had to absorb new terms, vocabulary, and people in un-
familiar areas of work; break earlier, needed to get back to office
to pick up pieces; main conference room too hot; better physical
facilities; get out of D.C.

Small group work and stimulation of small sessions was well done;
tasks never defined in practical terms, "What is R&D?," jargon,
Washington people (ivory tower academics) never shown off to worse
disadvantage, were not allowed to get down to practical matters, felt
so forced to conform to arbitrary rules that creativity inhibited;
division of subjects for discussion seemed unreal, this skewed the
whole thing.

Thank you for your attendance and for your comments!

-269-



Finally, the question on use of conference learning back home shows the
MA respondents to have had somewhat less of a tendency-to turn their learning
into concrete expectations than did those at the SRS conference. Still, however,
sensitivity to concepts and other groups, and the value of the conference in
augmenting communication per se are mentioned more often than are behavioral
changes. We would be well advised to take the advice of some of the partici-
pants, as seen in the evaluative comments, that follow-up is essential if the
experience is to be more than an "exercise in futility." At the meeting, and sub-
sequently in reviewing the group products and evaluation forms we have sensed a
real desire on the part of many participants that the outcomes of the conference
actually go somewhere, and that someone take the responsibility to move the
rudimentary problem solutions toward the action stage. This real commitment
to action would, no doubt, relieve many of the more negative feelings expressed
in the evaluations, particularly the relatively low evaluation of problem solving
as a rewarding activity in the MA system.

V. CONCLUSION

We will not attempt to recap the major outcomes of each of the conferences
here, since so much space above has been devoted to just this. Rather, we
would like to conclude with a note on interface conferences as a potentially
valuable micro-system building activity, in this case, development of a micro-
system to work on macro-system D&U problems. These two sets of conference
participants may be seen as an important core for a continuing DO problem-
solving activity. Their diversity in job role helps guarantee they could
serve to bring together all of the diverse perspectives on the D&U process in
the system. They would serve as a useful sounding board for potential changes,
a legitimating group for action trials, and a source of support for individuals-
trying to implement change on their own.

Such use of these groups would encounter, possibly, different difficulties
in the two agencies. In SRS the group would have to work'hard to develop a
sense of community beyond the D&U process itself, given the content-research-
program diversity in the system. In MA, the group would have to work hard to
interest top level policy makers in actively p'articipating in the group, and
such partici Otion is essential for the group to keep its active members from
being cooled out by the frustrations of the change-building process itself.

It was a matter of some frustration to the CRUSK staff that the MA con-
-, ference received lower overall evaluation than the previous SRS conference,

this despite our greater effort and care in preparation and our redesign of
lowest rated segments. Subjectively, we felt that we were 'doing our job
better the second time around. This was confirmed for the data presentations
but not for any other segment. We also felt that MA participants -;yte-re more

critical, more dubious about group problem-solving, and leLss inte,fested in
building a collaborative network with each other. They alto eemed to expect
that all inputs should come from CRUSK rather than from thems Ives.
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It is not at all clear to us why these differences between the two
conferences emerged. It may be that Manpower and SRS systems are simply
different in these respects. It may also be that the peculiar mix of
21 individuals from the two systems represented a collection of very
different personalities. On the other hand, it may be that the CRUSK team
performed more poorly than their self-perceptions would allow them to
believe on the second occasion. We have also cited the attrition rate of
higher level personnel in the second conference which may have disrupted
or demoralized those remaining.

Clearly it is important to be aware of these differences and to con-
sider the relative receptivity to problem-solving andO&U conferences by
different systems since such reactions will have great implications for the
overall strategy of the federal D6U unit in an agency like SRS versus
another agency like Manpower.
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CHAPTER VII

THEORY VS. PRACTICE

One major objective of this project was to compare overall strategies
and philosophies of change as exemplified in different research dissemination
and utilization systems. The foundation for such a comparison was laid in
an earlier-work (Havelock, et al., 1969) which reviewed the literature on
change and identified three clusters of change ideology from an analysis of
twenty-four prominent theories (Havelock, et al., 1969, Chapter 10). In

this chapter we will attempt to compare propositions derived from previous
theory and research wfth existing attitudes and perceptions of reality
exemplified in the four agencies and (for two of them) their associated
networks. The Chapter will be divided into two sections. The first com-
pares the four agencies on their responses to a 20 item checklist representing
various dimensions of ideology and strategy. rn the second section, we pro-
pose a ten-part rating schema for analyzing important process issues in a
D&U system and test this schema by means of a content analysis of interview
responfts from the Manpower Administration interviews.

I. DIMENSIONS OF IDEOLOGY AND STRATEGY

A. BACKGROUND AND RATIONALE

As noted above, there is a considerable bulk of literalure dealing
explicitly or implicitly with theories and strategies of change, innovation,
dissemination, and utilization. For example, Chin and Benne (in Bennis, et al.,
1969, Chapter 1.3) identify some sixty-theories of change, clustering-them
in three broad categories of "rational-empirical," "normative-reeducative,"
and "power-coercive." In our previous work (Havelock, et al., 1969), we de-
rived a similar schema in attempting to summarize findings from over 1,000
studies and at least 100 different theoretical contributions. We found that
most of the strategies discussed in these sources could be grouped conveniently
under three headings which roughly fit the designations, "Research, Development
and Diffus'on," (RD&D), "Social Interaction" (S-I), and "Problem Solving" (P-S).
It was not our intention to recommend any one of these models over any other,
but each seemed to represent a distinct, important, and valid perspective on
the process as a whole. We further proposed that the most satisfactory strategy
of D&U would take adequate account of each perspective. Because these cluster-
ings were of such importance in the thinking which led up to this four agency
study, a brief synopsis is included below by way of introduction to our survey
findings.

1. Research, Development, and Diffusion (RD&D)

This model is guided by at least five assumptions. First, it assumes
that there should be a rational sequence in the evolution and application
of an innovation. This sequence should include research, development,
and packaging before mass dissemination takes place.' Second, it assumes
that there has to be planning, usually on a massive scale over a lo,Ig
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time span. Such planning and ordering of stages from initiation to
the achievement of stated objectives allows for systematic budgeting,
monitoring, and scientific evaluation at each stage. Third, it assumes
that there has to be a division and coordination of labor to accord
with the rational sequence and the planning. Fourth, it makes the
assumption of a more-or-less passive but rational consumer who will
accept and adopt the innovation if it is offered to him in the right
place at the right time and in the right form. Fifth, the proponents
of this viewpoint are willing to accept the fact of high initial develop-
ment cost prior to any dissemination activity because of the anticipated
long-term benefits in efficacy and quality of the innovation and its
suitability for mass audience dissemination.

Prototypes of this RD&D model are presumed to exist in industry
and agriculture. Figure 7.1 provides an outline of its major com-
ponents.

.FIGURE 7.1 The Research, Development, and Diffusion Perspective

spoiled
research

davelopment
and tasting
of
prototypes

masa
production
and
packaging

With regard to federally supported R&D in education in the mid and
late 1960's, major advocates of this viewpoint have been Henry M. Brickell
(1961), Francis S. Chase (1968), and David L. Clark and Egon Guba (1965
a and b). ,

2. Social Interaction (S-I)

This model places emphasis on the patterns by Which,innovations
diffuse through a social system. Five generalizations about the process
are usually emphasized and are supported by empirical research from
educational, medical, political and rural sociology and from anthropology,
communication, marketing and public health: (I) that the individual
user or adopter belongs to a network of social relations which largely
influences his adoption behavior; (2) that his place in,the network
(centrality, peripherality;, isolation) is a good predictor of his rate
of acceptance of new ideas; (3) that informal personal contact is a
vital part of the influence and adoption process; (4) that group member-
ship and reference group identifications are major predictors of individual 411
adoption; (5) that the rate of diffusion through a social system follows
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a predictable S-curve patter): (very slow beginning followed by a
period of very rapid diffusion, followed in turn by a long late
adopter or "laggard" period).

Figure 7.2 is draWn to illustrate some of these points.

FIGURE 7.2 The Social interaction Perspective
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Major contributors to the S-I research tradition have been
Coleman, Katz and Menzel (1966), Ryan and Gross (1943), Lionberger
(1960), E. Rogers (1962, 1970), and Mort (1964) .

3. Problem Solving (P-S)

. This model rests on the primary assumption that innovation is
a part of a problem solving process which goes on inside the user.
Problem solving is usually seen as a patterned sequence of activities
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beginning with a need, sensed and articulated by the client, which
is translated into a prcbIL-1 statement and diagno:31s. When he has
thus formulated a problem statement, the client-user is able to con-
duct a meaningful search and retrieval of ideas and information which
can be used in formulating or selecting the innovation. Finally,
the user needs to concern himself with adapting the innovation, trying
out and evaluating its effectiveness in satisfying his original need.

FIGURE 7.3 The Problem Solver Strategic Orientation

/

i
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Outside
Process
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The focus of this orientation is the user, himself, hiF needs and
what he does about satisfying his needs. The role of outsider
is therefore consultative or collaborative. The outside change
agentrmay assist the user either by providing new ideas and innova-
tions specific to the diagnosis or by providing guidance on the
proces's of problem solving at any or all of the indicated stages
(as suggested by dotted arrows of Figure 7.3).

At least five points are generally stressed by advocates of
this orientation: first, that user need is the paramount considera-
tion and the only acceptable value-stance for the change agent;
second that diagnosis of need always has to be an integral part of
the total process; third that the outside change agent should be
nondirective, rarely, if ever, violating the integrity of the user
by placing himself in a directive or expert status; fourth,tftat the
internal resourcbs, i.e., those resources already existing and easily
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accessible within the client system, itself, should always be fully
utilized; and fifth that self-initiated and self-applied innovation
will have the strongest user commitment and the best chances for
long-term survival.

A few of the major advocates of thiprientation are Lippitt, et
al. (1958), Watson (1967), Jung (1970), G. Caplan (1963), and C. Rogers
(1951, 1967). Most of those who belong to this school are social
psychologists in the group dynamics-human relations tradition.

How Perspectives Can Influence D&U Agency Strategy

These three perspectives were very useful to us in constructing the
model of analysis used in this project to compare functions in the four
agencies (see again Chapters 3 and 4) because each focuses on a particular
segment of the macrosystem. Figure 7.4 is drawn to suggest the overlapping
sectors of concern and emphasis represented by each.

FIGURE 7.4 Macrosystem Emphases of Three Change Perspectives

One could Imagine three very contrasting types of DEW agencies based
on these three perspectives. An RD&D-oriented agency would stress research
quality, validity, and reliability; it would probably have a few large
projects that were very carefully planned and executed through competitive
contracts to meet very specific development objective,, determined by policy,
makers from quantitative needs assessment. There would be much emphasis
on both screening and packaging for specified users.
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An S-I oriented agency would be concerned more with transmission than
transformation; it would have its own newsletters/, journals, and monographs,
but it would also seek continuously to place stories and articles based on
R&D in various professidnal and private-sector media deemed to be influential
with various identified target pc'pulations Further it would continuously
seek out key persons.among practitioner groups and researchers, attempting
to involve them in dissemination efforts through conferences, consultations,
and grants; it would also make sure that its own staff members regularly
attended professional meetings, delivering papers and appearing on panels side-
by-side with the researchers. An S-I-oriented D&U agency would also be likely
to develop a special cadre of field agents who would "ride circuit" to opinion
leaders in various parts of the country.

Finally, a P-S-oriented D&U agency would focus its efforts on consultation
with practitioners and subsidies to user organizations for self improvement
and innovation; grants and contracts with the R&D-community would emphasize
joint definition of project objectives by practitioners and major participation
by affected parties in project planning and decision mal4pg. There would be
little emphasis on past research or on disseminating or getting use of
particular R&D products.

Measuring D&U Ideology

Subsequent to the.literature review and formulation of these three
ideological clusters, we developed a series of statements about various
aspects of D&U which could be used as a rating scale to measure attitudes of
persons in various roles toward D&U issues. Items on the list were derived
from the main tenets of these three orientations. The list was first used
as a rating scale by a group of 50 nationally-recognized experts on change
procest, at Clinton, Michigan in May of 1970. While all items were generally
endorsed by most, of these participants, we discovered-that there was a clear
division and clustering et opinion regarding emphasis which corresponded
closely to our prediction of three perspectives (Havelock and Havelock, 1973,
Chapter 1).

In 1971, a rexised list of abbreviated items was presented to a fiational
sample of 353 school superintendents as part of a mailed survey on innovation
process. 'Results of this study confirmed our expectations in two important
ways. First of all, the list was strongly endorsed as a good and complete
summary of important procedural issues in innovation and" a good checklist for
innovation managers. Secondly, we found that items-clustered in a-manner
very similar to the three "perspectives" hypothesized earlier. In other

words there appeared to be three ideological "types" among superintendents.
The most common type was the "problem solvers" followed by the "RD&D's" and

then the "social interactionists (although in that specific 'Context we preferred
to designate this last group as the "strategic manipulators") (Havelock, et al.,

1973) .

,This chain of findings led us to believe that d .et of items
would be useful in drawing comparisons among our four federal D&U
and- their respective uier,,unetwork." J-16hce, athird ver.jon ol thf:

list was developed for inclusion both in the federal/ipterview., and in th
two network surveys.
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B. METHODOLOGY

In developing and administering this 20 item checklist we had four

principal purposes in mind: (1) first, to find if the configuration of
ideologies emerging from previous studies held true for federal D&U personnel;
(2) second, to discover new patterns or additional patterns of attitude or
ideology, if any; (3) third, to search for possible biases or blind spots
in the perceptions and attitudes of both agency staffs and their respective
network contacts; and (4) finally, to determine if ideologies conformed to
program emphases as reflected in our analysis of D&U functions for the four
agencies- (Chapter 4).

It must be admitted that some difficulties emerged in administration
of the form itself which have weakened our data base somewhat. First of
all, officials at the highest levels among those sampled tended to reject
the form; hence we do not have complete data corresponding to our interviews.
Secondly, there was resistance in all four agencies-to rating the actual
perfOrmance of the D&U unit on any of the 20 items; thus most of our analysis
of this data is limited to respondents' judgments of the importance of the
items in general. We did not have the same problem in the network surveys,
however, and will thus be able to provide side-by-side comparisons of
"importance" and "performance" for both the SRS-and MA network surveys.

There is ric one "righei-A*ar to select items -fog- queSti.onnaire or to

group items for analysis and summarization. Thus far we have discussed the
concepts from which the 20 items were derived in terms of a theoretical model
derived from literature review and supported by some previous investigations.
However, it is also possible to cluster these items empirically, using pre-
determined objective criteria without regard to theory. The most commonly
used statistical procedures to achieve clustering fall under the heading of
"factor analysis."

Factor analys.k has two principal purposes, both of which are germane
to this survey project'. The first and most common purpose is data reduction,
i.e., the simplification of data presentation by reducing a large and complex
set of item respohses to a few key -dimensions. A principal com-
ponents factor analysis does this job by transforming a matrix of cdrrelations

among all items.so as to prodOce new artificbal variables which represent
the most highly intercorrelated sets of items. Each of these artificial
variables or "factors" has two statistical properties which are important in
data reduction. First, each factor is "orthogonal" to every other factor;
thence they are uncorrelated and should therefore have distinct and-non-over-
lapping meaning:, this conceptual purity of orthogonality is offset by the
problem of interpretation; if a number of items of seemingly diverse content are re-

presented in onecommon"factor," this factor will be very hard either to label or'
to comprehend as a unitary phenomenon. The other statistical property cf prinbipal
component factors is the maximization of variance accounted for by successive
factors: the first factor represents the linear combination of variables which
represents the most variance; the second factor represents the linear com-
bination of variables which represents the most variance after all- the variance

9 *In particular, 4riany agency respondents who did not work.in the D &U unit itself
claimed they Were'not sufficiently familiar'with their unit's work to be able
to evaluate its performance on these dimensions.
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accounted for by the first factor is extracted from the correlation matrix;
the third factor represents the next most variance and so forth. This fact
is very important for data reduction since it means that an investigator can
report as few or as many factors as he wishes with the assurance that the
factors chosen represent.the maximum explanatory power using that number of
concepts.

On the other hand,a corresponding negative feature of the principle
components solution is the tendency for too many items to pile up on the
first factor. Because of the consequent difficulty of labelling and inter-
preting such large "G" (general) factors, most investigators rotate the
factor matrix to find more easily interpretable dimensions, to spread
the variance more evenly among factors, or to achieve what is oftep
called "simple structure." For this analysis we have chosen the "varimax"
method developed by Kaiser (1958). Qs summarized by Nunnally (1967), this
method "maximizes the sum of variances of .squared loadings in the columns of
the factor matrix. In each column )f the matrix, this tends to produce some
high loadings and some loadings near zero, which is one aspect of simple
structure...The varimax method has proved very successful as an analytic
approach! to obtaining orthogonal rotation'of factors."

It;is also possible to use factor analysis to test previously derived
theories-about the underlying structure of .a set of items. ,Part of our
intention in this project was to test the generalizations from our litera-
ture review against a freshly drawn set of data. Therefore, as we consider
the results from the varimax factor matrix, we will.be.referring back, when
possible, to the fit or similarity between these clusters aria the' theoreticail
clusters reported earlier in this chapter.

Tie questionnaire form on which the'analysis is based is reproduced /as

Table 7.1. It can be see that ratings of `'importance" were asked for in five
categories from "essential," scored as "5," to "not important at all," scored
as "1." Means and standard deviations' were computed for each sample on the
basis of the federal responses from the four agencies; a product-momenjt corre-
lationimatrix then was constructed, factor analyzed by the principal component
method and rotated by the varimax method to a four factor solution which in

1

our opinion represents the most economical and adequate "simple stfructure"
clusteting of the 20 items.

1

i
1

C. REULTS OF ,THE FACTOR ANALYSIS
,

/

The results of the factor analysis are presented in Table 7.2. _ Factor
"loadinOs" in this table represent corregations.between each i em and each
of the Vfactors" derived. Hence, a factor'is literalrly defin d by those
items which are correlated most highly with it and thus have he highest

t

loading . Items which have high loadings tin one factor and ,,Ow loadings
on all they factors provide the most unambiguous definitiOs.

An'examirAtion of Table 7.2 reveals four rather clear2factprs. The

largest and most complex seems to combine two notions, one concerning in-
formal contacts between users and autsi'de resource groups/and the other

,

[Insert Talale 7.1 here]
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TABLE 7.1 Rating Form on D &U Strategy and Ideology Used in All Samples

411

F. Dissemination-Utilization Process and Procedures

The statements below are derived from research
and literature on dissemination and utilization (D&U).7
We would like you to rate the importance ofreach of
these statements for the improvement of the D&U pro -.
cess generally. Having rated the importance of each
item, we then would like you to con' ider how well
such processes are presently handled in the area/Of
human,or social need which is ma t relevant to your
work.

f

4,k'4

1. Collhboration and cooperation between researchers and
users to find and adapt what is useful.

2. Preceding utilization efforts by a full cycle of re-

search, development, and evaluation.
3. Systematic planning of utilization activities.

04. Selecting a competent sta.f to implement change.

In your Opin-

ion, how im-
portant is
each of the
following for
the improve-
ment of the
DEM process
generally?

it
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. Starting out with adequate financial resources to d. 1 11111111 11
the job.

.,

6. Stressing self-help by those who are going to be the
sers of the research or change' ted. IOW.L la

7. Adequate diagnosis of the real user need.
/

.- 8. Involvement of informal leaders of opinion.

TO what extent

these pre-
sently exempli-
fied in the
DEW activities,
in the area of
human or social
need which is
most relevant
to your work?

a)
cu
L
0
(1)

CY,
4-,

L
a)

0
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a)
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a)
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0

9. Informal personal contacts with those who need to accept
the change.

10. Reciprocal feed, back by both users and researchers.

11. Adequate cc,ntacts by user with resource groups outside'
his own organization and reference group.

12. Communication between levels in use organizations.
13. Making sure users arc clear about thr pt.-pose of the

research and the ways it might be us 1.

14. Careful organization of the planning an, implementation
efforts.

15. Encouraging resource groups to help users, revise,
adapt.or dr-aw opprolvidle implications from research

16. -1:',eratlg a 01 users to' change their
. behovior or 1.1,,;ori to ncw-idew,.

Amp. Generatinq a let line; by user, that thr. re.,,eilrOTTinelimi:,

would hive high benefit for them in their work.
18. Minimi/inq fr;),,lrdtion dnd dirfrcuIty encountered byt

users tryinrj to adopt or adapt research findins.

19. Coordination and' teamwork within the user system.

20. A concerted campaign to put the re e arch implications
acros.s.

-
C
0

a)

vi



emphasizing user involvement and concern for user needs. Of the two the
informal contact dimension seems clearer on the criterion of simple struc-
ture (low loadings on other factors) but the two ideas are very definitely
part-of the same factor. Hence the factor combines the concepts of
"problem-solving" and "social interaction."

TABLE -7.2 A Factor Analysis of D&U Strategy Items*
(Four Factor Solution-Varimax Rotation)

, Item Clusters (Question Numbers from Table 7.1 in arenthesis
Loadings on Each Factor

l It III IV

Factor I: Building an Informal Network which is User-Centered**

.09

.28

-.23
-.37
-.08

.10

-.33
.12

.23

.17

.26

.26

.37

-.15
.07

-.07

Generate user feeling of research benefit (17)
Stress self help by users(6)
Minimize user frustration(18)
Encourage resource groups to help users (15)
Diagnosis of real user need(7)

Informal opinion leaders (8)

User contacts with outside resources (11)

Informal personal contact (9)

.67

.6o

.56

.43

.43

.76

.68

.58

Factor 11: Generating User Capacity

Financial resources (5) -.02 .05.78

Generate user willingncsc (16) -.12 .73 .07

Competent staff (4)

Factor III: Emphasizing Systematic Res., Dev., and Diss.em.

.35

.14

.73 .09

.73.32Concerted campaign (20)
Make users clear on purpose (13) -.09 -.36 .63

Full RD&E cycle (2) .04 .41 .60

Careful organization (14) .2') -.26 .58

Systematic planning (3) .04 .16 .48

Factor IV: Linka e (2-wa Communication)

Res.-user collaboration (1) -.12 -.05 .03

Res.-user reciprocal feedback (10) -.21 .08 .23

Coordination within user (19) .15 .37 -.26

Communication between user levels (12) .43 .13 -.39

*Based on responses of 52 raters in four federal agencies.

**These labels are our interpretation of the conceptual dimension represented

by the loadings of the items.
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The second factor is clearly marked by three items with high logdings.
The purest of these concerns financial resources but all three imply various
aspects of user capacity, i.e., finances, motivation, and competence. This
factor is not clearly identified with any of the three theoretical clusters
hypothesized.

The third factor, composed of five high loading items, is very clearly
associated with the predicted "RD&D" perspective, emphasizing planning,
research, development, evaluation, and a planned dissemination thrust.
However, some items in this cluster are also fairly strongly related to
other factor; as well. Notably, items #2 and 20 ("full cycle" and "campaign")
imply extensive use of resources and hence a high system'capacity.. Items
#13 and #14, on the other hand, focus on care and caution with the implication
that both R&D and user system capacity should not be over-rated. Thus, there
is an ambivalent relationship between the R&D Factor 111 and the Capacity
Factor II.

Finally, a fourth factor is clearly marked by item #1 which was directly
derived from the "linkage" perspective proposed by Havelock, et al.: (1969).
All items in this cluster incorporate the idea of two-way communication '.
among the various human elements in the D&U macrosystem. However, item #12
which refers to intra-user system linkage is also quite strongly related
to the user-centered information network approach of Factor I.

In summary, we find moderate confirmation of predicted clusters and
more importantly a set of dimensions which hold together logically as well
as statistically. For these reasons we have chosen these factors as the
basis of our further presentation of data on inter-agency differences. How-
ever, we will make one modification; for the sake of conceptual clarity,
Factor I items will be divided into two clusters, one representing the focus
on the user (and hence most closely associated with the "Problem Solver"
perspective, the other representing the focus on the communication network
(and hence most closely associated with the "Social Interaction" perspective

D. INTER-AGENCY DIFFERENCES

Understanding the meaning of 20 items for four agencies, two surveys
and two types of questions is a formidable task for the researcher, let
alone the reader. Thus, we have attempted to break down and summarize
the data in several different ways to elucidate different points. Table 7.3,
for example, shows agency comparisons in a rather crude form. It was con-
structed by taking the raw mean response of each set of respondents to each
item and deriving a mean of means for each dimension identified in the
factor analysis.

[Insert Table 7.3 here]

A few points are made quite clear by this table. First of all, on the
average all dimensions are considered at least moderately important by
representatives or all four agencies. Secondly,, there are quite distinct
preferences among the dimensions, "linkage" being most popular (highest with
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TABLE 7.3

# of Items Dimension

Mean Agency Responses* to Each Strategy Dimension

Federal Agency Respondents (in Phase I of the Project)
NIMH (n=10) OE (n=16) SRS (n=12) MA (n=14)

5 User-centering
(Factor I-A) 3.28 3.90 3.64 3.48

3 Network building
(Factor I-B) 3.17 3.77 3.20 3.4o

3 Capacity
(Factor II) 3.40 4.10 3.83 4.03

5 RD&D

(Factor III) 3.34 3.98 3.98 3.70

4 Linkage
(Factor IV) 3.60 3.93 3.95 4.08

*5 = "essential"; 1 = "not important at all"

MA and NIMH) followed closely by "capacity" (highest with OE, second highest
with NIMH and MA) and "RD&D" (highest with SRS, next highest with OE). Agree-
ment among agencies is even more striking at the bottom of the popularity scale.
"Network building" was least popular with all, "user-centering" next least.

A third important revelation from Table 7.3 are the very striking
inter-agency differences in over-all response. NIMH respondents tended to
rate all items lower, and, in fact, had the bottom score for 17 out of the
total set of 20 items.** We are not sure what this trend signifies; one
interpretation may be that NIMH, being less involved in directed, mission
oriented research, has less concern for planned strategies of D&U of any
kind.

At the other extreme, OE places the highest emphasis on four of the five
dimensions. This may reflect a greater investment in DEM Over several
years and a larger nucleus of persons for whom these concerns are central.
It is noteworthy, however, that on the "linkage" dimension the Manpower
respondents have the highest ratings. Indeed, this seems to reflect the great
emphasis placed on linkage through such functional mechanisms as the "buddy
system" and "interchange."

**For 9 of these 17 the difference was statistically significant by analysis
of variance at a probability level of .10 or smaller despite the very small
numbers involved.
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Because the inter-agency differences in over-all response were large,
we felt that detailed comparison of absolute ratings would be somewhat
Confusing. Therefore, a rank score was derived for each item which repre-
sents its relative ranking out of 20 for that agency alone. In Table 7.4
through 7.8, the detailed item-by-item analysis will be presented in this
intra-agency ranked form.

TABLE 7.4 User Centering Dimension

(Relative Ranking
Set

Out of 20 Items within Each
of Respondents)

Item NIMH OE SRS MA

Generate user feeling of

research benefit 10.5 14 12.5 11.5

Stress self help by users 18.5 20 20 20

Minimize user frustration 16.5 7 16 15

Encourage researchers to help users 9 14 8.5 15

. Diagnosis of real user need 3 1 1.5 5

Mean Ranks 11.5 11.2 10.5 13.3

Table 7.4 indicates that while this dimension may rank low over-all in

the estimation of our respondents,at least one item within-it ranks high;
"adequate diagnosis of the real user need" is highest rated.by OE respondents
and tied for highest at SRS. What remains ambiguous in the item is "who does
the diagnosis?" For some this will be an act in which the user is intimately
involved, for others it may be a question for experts and for careful research
investigation. Both ideas draw a response to this item as indicated by the
loadings on Table 7.2.

"Stressing self help" was the least popular strategy for three of the
four agencies. Evidently this item suggests too passive a stance for the D&U
system although it roughly echoes a major point in the second Nixon inaugural
and has been generally emphasized as a matter of acl-linistration policy.

Lastly, when we examine the mean ranks, we find little difference among
the four agencies with the MA ratings being perhaps somewhat' lower.

[Insert Table 7.5 here]

In Table 7.5 what is most noteworthy is the very low rating of "involve-
ment of opinion leaders" as an element of strategy. Such views seem to
indicate either ignorance or rejection of a very large bulk of findings on
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TABLE 7.5

I tern

Network Building Dimension

(Relative Ranking Out of 20 Items within Each
Set of Respondents)

NIMH OE SRS MA

Informal opinion leaders

User contacts with outside resources

Informal personal contact

Mean Ranks

18.5 17.5 19 19

14.5 10 i8 15

4.5 14 17 10

12.5 13.8 18 14.7

the diffusion of innovations which point to the absolutely crucial role of
the opinion leader. What may account for this rating, however, is the puzzle-
ment of many DUI managers on how to use such findings in a practical way.
This attitude and the reasons behind it deserve further investigation; it
would be ironic, indeed, if those responsible for D&U turned their backs on
the most solid empirical research on their own subject.

Mean rankings on the "Network Building" dimension are low for all four
agencies but extremely low for SRS and quite low for MA, the two agencies
where we would judge the informaJ professional networks to be weakest and
most diffuse. For NIMH, on the other hand, where the informal professional
networks are very strong and buttressed by strong professional associations,
the relative rankings are highest for this dimension. 'Primarily this is

caused by the high NIMH rating of "informal per-onal contacts"; in this
respect it was noted that NIMH staff in the branch undei- study did far more
field visiting than their counterparts in the other three agencies.

TABLE 7.6

I tern

Capacity Dimension

(Relative Ranking Out,of 20 Items within Each
Set of Respondents)

N1MH OE SRS MA

Financial resources

Generate user willingness

Competent staff

Mean Ranks
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7 5

7 3.5

10.2 7.5

12.5 8

6.5 8

10.5 5
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From Table 7.6 we can see that financial resources are not the most
important aspect of "capacity" as far as most respondents are concerned.
Particularly for NIMH and OE (with the most affluent R&D programs), motiva-
vat;on and competence are much more important. For MA, all the capacity
items are quite important.

TABLE 7.7 RD&D Focus Dimension

Item

(Relative Ranking
Set

Out of 20 Items within Each
of Respondents)

NIMH OE SRS MA

Concerted campaign 14.5 19 10.5 11.5

Make users clear on purpose 2 14 5 15

Full RD&E cyCle 20 10 14 18

-Careful organization 7 3.5 3.5 5

Systematic planning 10.5 2 .3.5 3

Mean Ranks 10.8 9.7 7.3 10.5

Three of the four agencies differ little on the RD&D Focus dimension
(Table 7.7). SRS rates highest, no doubt reflecting the extreme emphasis on
tightening management practices and increasing R&D accountability which was
very evident at the time of our interviews. On certain items, however, inter-
ag??Icy differences are marked. The "full cycle" notion is least popular in
NIMH and in MA, and, indeed such a full cycle is difficult to discern in
many of their program thrusts. NIMH is also relatively low on "systematic
planning" again reflecting the small amount of administrative pressure in
this direction. On the other hand, great importance is placed on clarifying
research purpose and possible uses in NIMH and SRS. Possibly this may re-

'f'lect the greater risk of certain kinds of misuses in mediCally related
disciplines.

[Insert Table 7.8 here]

Table 7.8 delineates the separate agency responses on the Linkage
dimension, and here it is also clear that some items are far more popular
than others. The strongest item for NIMH, MA, and SRS (tied) is "collaboration
and cooperation between researchers and users..". It should be remembered
from Table 7.2 that this is also the highest loaded and "purest" of the four
items, in this cluster. Absolute ratings on this item are between "very
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TABLE 7.8 Linkage Dimension

Ranking Out of 20 Items within Each
Set of Respondents)

Item

(Relative

N1MH OE SRS MA

Researcher-user collE-oration 1 7 1.5 1

Researcher-user reciprocal feedback 4.5 7 8.5 2

Coordination-within user 12 17.5 6.5 ,15

Communication between user levels 13 10 15 8

Mean Ranks 7.6 10.4 7.9 6.5

important" and "essential" for all agency samples including OE. However,
its lower relative ranking in OE may be related to the vastness cf that D&U
system and hence the greater difficulty of providing one-to-one services.

It is also generally true that linkages between researchers and users
(the first two items)are rated as more important than linkages within the
user system. This, of course, is a federal viewpoint.

TABLE 7.9 Mean of Mean. Ranks for Five Dimensions

NIMH OE SRS MA

User Centering 11.5 11.2 10.5 13.3

Network Building 12.5 13.8 18 14.7

Capacity 10.2 7.5 9.8 7

RD&D 10.8 9.7 7.3 10.5

Linkage 7.6 10.4 7.9 6.5

-288-



Relative mean ranks are again summarized in Table.7.9. In the main,
. officials in different agencies seem to view D&U in very similar ways.

Linkage is most important, perhaps, for the Manpower D&U unit and this is
certainly reflected in our interviews and in the philosophy expressed by
its D&U chief, but it is also very important in relative and absolute terms.
for NIMH and SRS. Network building, on the other hand, which many might
logically be considered related to linkage building, is very low rated by all
four agencies on a relatiVe scale.

E. FEDERAL STAFF AND USER NETWORK IDEOLOGIES COMPARED

Figure'7.; compares responses on "importance" of the.20 strategy state-
ments from each oT'the user networks with responses from Federal agency!
employees. We combined all ddta from Phase I interviews with responses from

[Insert Table 7.5 here]

Federal employees in the network pilot studies* to give us a,"Federal" group
for each agency. %o- assess different perspectives between the agency and

.

the "outside," we then created a group composed of all the non-Federal employees
from the pilot studies. The 20 item means for the groups are found in
Figure 7.5.

The first thing we note in scanning the means is the high overall agree-
ment in the profiles of the means 'or Federal and non-Federal respondents In
each of these social problem areas. Ranking the 20 means, we find Spearman
rank order correlations of .91 for the two Manpower groups, and .87 for the
SRS groups (significant well beyond the .01 level). If we compare all Manpower
to all SRS means, the correlation is .88. So, there appears to be an extra-
ordinary universality and stability of opinions concerning D&U within each
system, and across systems. We would also therefore expect to find a very
similar underlying structure of ideologies in the different samples.

An important difference, difficult to perceive in the' figure, is the
overall difference between the two agencies. On 18 of the 20 items SRS has
a slightly higher score than Manpower (significant by sign test, p<.001).
Manpower as a whole scored higher only on "Communication between levels in

user organization," and "Selecting a competent staff to implement change."
Hence, it can fairly be said that the SRG system perceives effort on all these
dimensions of D&U as being somewhat more important than their Manpower counter-
parts. The differences do become more specific when we compare Federal and
non-Federal groups across the agencies. If we compare the Manpower and SRS
Federal groups, we find no difference Hn the mean levels (AA is higher than
SRS on eight; MA is lower on 12). When we compare the two non-Federal networks,
however, the differences are striking: SRS respondents are higher on every one
of the 20 items. The two agencies also differ internally: in Manpower, the
Federal employees are higher than their network on 15 of the items; but in
SRS, the network is higher than the Federal employees on 16 items. In summary,
then, the differences between the two agencies come not from the Federal
employees,,but from the fact that the SRS network rates all of the items much
higher than does the Manpower network.

*The methodology of these surveys was presented in Chapter Five.
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FIGURE 7.5
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The largest discrepancies in perception of, important strategies occur in
different places in the two systems, however, though both occur in.the area'

". we have called "user centering." For SRS there is a significant difference
(by t test) between the Federal and non-Federal groups on "Stressimg self-help
by those who are going to be the users...," with the network saying this is

of higher importance. In Manpower, the difference between thertwo groups is
on "Adequate diagnosis of the real user need," with the networll 'tower. Thus,
the SRS Federal staff may be under7concerned with development of own self-help
capabilities among their users, and the Manpower network under-concerned with
the importance of user need diagnosis.

F. IMPORTANCE AND EXISTING REALITIES COMPARED (SRS and MA User Networks)

Figure 7.6 displays comparative data for each network survey on ratings
of "impOrtance" of each of the 20 strategy items and ratings of "To what
extent are these presently exemplified in the D&U activities in the area
of human or social need which Fs most relevant to your work?" (See again
Table 7.1 for the layout of the question in the survey instrument.)

[Insert Figure 7.6 here]

Very clearly there are lArge discrepancies between "importance" ratings
and "presently exemplifie'd" ratings for all items, in both networks, indicating
a tremendous performance gap for all aspects of D &U. Less evident in the

figure is the fact that once again the rank order of items on "presently
exemplified",between the two agency networks is fairly highly correlated
(Spearman r = <.01), this despite the fact that the range of responses
is quite narrow for both samples.. The ratings for the two networkson
"presently exemplified" are very similar both in pattern'and absolute values,
although becaue of the higher over-all "importance" ratings in SRS, discre-
pancy scores ar'e also significally higher for the SRS network than for the MA
network (sigri test p < .01) .

Because.the pattern of discrepancies on some dimensions seemed to have
almost a mirror image, we also computed rank order correlations for "importance" 1
vs. "presently exemplified" for each network. The results showed minimal
relationships (SRS r = -.13, MA r = +.18).

On individual items, the largest discrepancies for both samples were on
"Adequate diagnosis of the real user need" (last item on'Uter-Centering
'dimension) and "collaboration and cooperation between researchers and users'
to find and adapt what is useful" (first item on Linkage dimension). However,

there were several close runners-up (e.g., "reciprocal feedback," Linkage #2;
"making sure users are clear on research purpose,''RD&D #2; "generating willing-
ness," Capacity #2; "systematic planning," RD&D #5; and "minimizing uses
frustration," User-Centering #3). Generally the largest discrepancies stretched
across four of the five dimensions.

Smallest discrepancies were on the two items also rated lowest to
importance: "stressing user self-help" and "involvement of informal leaders of
opinion." The highest "presently exemplified" rating in both networks went'
to "competent staff." In the MdApower network financial capacity was equal]
highly rated. Nevertheless there remains a wide gap on both these capacity
items between existing reality and importance.

-291-



a

FIGURE 7.6 Ideal and Actual DEU Performance Ccimpared RS and MA User Network Surv'eysl'

MANPOWER

0 ao0
c) m2 00
-4 .DI

Mean:

m

z
er

DIMENSIONS/Procedures
in

zzt

Ale ! =

..

c.,

.

t., ).., 4- c,n,

Generating a feeling by users that research findistgs"
would have high benefit.for them in: their work

Stressing self-help by those who are going to be the /
/ 4users of the research or change contemplated

cDz
._

Minimising trustrution and difficulty encountered by

t-- users trying to adopt or adapt research findings=

'r

i_ Adequ3te contacts by user with resource groups outside.
\his ,,n organization and reference group

cl>,
-3

it.
Informal personal contacts with those who need to

2.- accept the change

Encouraging re,ou.-Le groups to help users revise, adapt
pr drav, ,o;)rouriate implications

Adequate diagnosis of the real user need

In,olzemnl of intormal leaders of opinion

:tarring. out with adequate financial resources to do

the job 1

Generating a willingness of users to change their
behAvicir or listen to new ideas

ts

Selecting a competent staff to implement change

. A concerted campaign Ao put the research implications
acnos5 r

making sure users are clear about theourpose of the
research and ways it might be used

,,,Preceding utilization efforts by a full cycle 'of

re,earch, dcvclopn,nt, and ,valuatiGn

Careful organization of the planning and implementa-

tion efforts

,Systematic planning of utilization activities

4- 9

'Y

Collaboration and' cooperation between researchers and

users to find and adapt,whai is useful

w Reciprocal feedback by both users and researchers 1

t.3

=
Coordination and teamwork within the user system

,
CoMmunftation between levels in user organizations

a
tiS,

Solid lines = Presen'tly Exemplified irCDF.0

----- Dotted lines = Important for IMoroving 01.11

SRS

-292-



CONCLUSIONS FROM STRATEGYrIDEOLOC.- ANALYSIS

In the preceding sections of this chapter, we have'offered many dftlailed
tables and analyses based on responses to 20.items. Are -there some general
conclusions which can be derived from what we have presented?

First of all; we think we have confirmed the existence of some distinct
ideologies or strategic preferences among those, concerned with D&U. In general;
however, no one ideology is dominant in any one of our agencies or among either
of the us.er'networks sampled. In fact the pattern 'of preferences among
strategic alternatives is remarkably constant across grOups. On the other
hand, there are some significant differences between samples which cut
across all items. Notably, the NIMH group rated 'nearly all-items as less
"important" than did their counterparts in the other three agencies. We
also found that the user networks rated most items as more important than
;did their federal counterparts, and finally that the SRS network rated most
items more important than did the Manpower network. In all cases, however,
the relative emphasis on different items was very similar.

Much of our analysis can be Summarized most sim ly by findings on just11

three items from the'20'because these three items a most representative -of
the range of concerns, and the ideological ditterenc expressed. They are as

follows:

. 1. "Collaboration and cooperation between researchers and
users to find rand adapt what is usefu." This item has
the highest "importance" ranking in 3 of 4 agencies and
in both user networks. It is also the highest loading
item on the "Linkage dimension (Table 7.2) and shows
the highest and next-to-highest ideal-actual discre-
pandies among the SRS and Manpower user networks
respectively.

-2. "Adequate diagnosis of the real user need" was rated
very .close behind ` "collaboration" for,most.samples and
highest for USOE. It is a factorially complex item,
having its highest loading on the "User-Centering"
dimension,but also loading rather highly on the "RO&D"
dimension. In terms of ideal-actual discrepancies, it
showed the largest gap for both networks.

3. "Careful organization of the planning and implementation
.efforts" is probably the best item to select as 'a repre-
sentative of the "RD&D" dimension. It is third' ranked.
in importance by federal staff's in OE and SRS, fifth in
MA,and seventh,in NIMH'. It also shows very high ideal-
actual discrepancies in both user.n4twork surveys.

As a set these items well represent the D&U-related concerns and aspirations
of all the groups sampled; they, also appear to represent broad segments of
the ideal model of D&U'offered in Chapter 3-and used as an analytic frame-

.work in Chapter 4. Hence, we feel they offer a basic guideline or set of
principles for any ()EX unit.

On the other hand, the set 'does net cover two of the dimensions which
emerged from our analysis. namely "Capacity" and "Network Buildig." First,

on capacity, we have not founCany dram.tic evisclence of either overwhelming
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importance or crying need, although ideal-actual discrepancies are evident.
Furthermore, "capacity," while being a clear and independent dimension of

moderate importance, is something that D&U strategists can usually do very
little about.

On "Network Building" we remain somewhat puzzled and frankly in disagree-
ment with our respondents, particularly on the item "involvement of informal
leaders of opinion." Empirical research on change shows no strategic element more
important than this onc,.-yet t is.Lonsistently one of the lease' popular of our
20 strategy items, among of the groups in our various surveys.

II. H-E-L-P S-C-0-R-E-S: A TEN PART RATING SCHEMA FOR DIAGNOSING D&U
PROBLEMS

A. BACKGROUND AND RATIONALE

As a way of summarizing most of the empirical findings from the research
literature on D&U, Havelock, et al. (1969) proposed seven "factors" which
seemed to run as consistent themes throughout hundreds of studies. The most
important of these was identified as "linkage" by which we meant primarily
the existence of person-to-person contacts where two-way communication was
taking 'place. It is evident from the foregoing section of this chapter
that this aspect of D&U process is also deemed of greatest importance to a
wide spectrum of D&U specialists, administrators, and users. The second
factor, which we labelled "structuring," referred primarily to the orderliness
with which D&U activities were conceived and executed. It is most closely
relate to the "ROM)" dimension discussed earlier:

A third factor, labelled "openness," was used to describe a motivational
state either in researchers or users which predisposed them to both giving
and receiving new information, giving and receiving information on new channels,
or trying out new behaviors.

A fourth factor, identified as "capacity," is closely related to the.
"Capacity" dimension emerging from our 20 item analysis. It included most
of the things we usually think of as separating the "have's" and the "have-not's":
money, resources, skill, intelligence, education.

Distinct from, and in some cases more manipulable than "capacity" is the
"reward" factor. The concept of "reward" or "reinforcement" is
fundamental in most theory and research on the psychology of

learning; it seemed obvious that amount, type, and frequency of rewards

were vitally important to.build and maintain habits of research dissemination .

and utilization. It was particularly clear that rewards for researchers in
getting their research utilized by non-researchers were practically non-
existent. Likewise, the reward-value of most research reports for most
practitioners was-usually not-at-all clear.

A sixth factor, "proximity," was included to account for the many findings
.(from the "social ;interaction" researchers) which pointed to relative position

° in social networa as a key factorin successful influence and diffusion.
pysical proximiy is also known to be very predictive of the use of informa-
non syStems and services., It is a,usually necessary prerequisite to
observability (demonstrations) and to interpersonal' communication (Likage).

Finally, we invoked the concept of "synergy" to account for certain
important, effects which seem to occ,ur only when there is a convergence of
efforts and/or stimuli on potential Users. A single message at one time and one
place by one channelseldom has much, impact by itself unless it is very simple

-294-



and very similar to past messages received. Research utilization, on the
other hand, usually involves a fairly complex message and sometimes a message
which contradicts or runs in an entirely different direction from the past
thinking of the would-be user. If this is the case, then transfer will not
succeed unless and until the message is repeated in different forms, perhaps on
different media, and most certainly until it is "confirmed" from more than
one source. Planned formal D&U systems sometimes take inadequate account
of this fact,whereas very active informal networks by their very nature in-
corporate it.

Subsequent to the publication of this seven factor analysis, Rogers and
Shoemaker (1971) came forth with a revised edition of Rogers' earlier work on
the Diffusion of Innovations. Their new edition included three concepts
which we thought were inadequately covered in our list. The first of these
was "homophily," defi-ed by them as "the degree to which pairs of individuals
who interact are similar in certain attributes." Most studies of diffusion
indicate tfit successful transfer most often occurs between homophilous pairs.

Another concept which was not adequately covered in our earlier analysis
is "empathy," i.e., the degree to which users and resource persons can accurately
understand and appreciate each other's situation. "Empathy" may be a result
of either linkage or homophily or both, but it is a distinct dimension and
may occur independently of either. Rogers and Shoemaker cite a number of studies
which indicate that earlier adopters have more empathetic ability, and they hypothe-
size that successful change agents will also have more empathy with their clients.
This concept is closely associated with the "user-centering" dimension discussed
earlier.

Finally, we found in Rogers and Shoemaker that change agent success in
gaining adoption of innovations is closely associated with the amount of
effort expended by the agent. They cite 16 empirical studies which support
this hypothesis and only 3 which do not support it. We expect that this
dimension is a general one, applying not only to change agents but to researchers,
practitioners, and other users as well. The word "energy" is used by us to de-
fine this concept.

As a package of concepts to remember, these ten principles of effective
utilizatiob are a difficult set to keep in m.d. It was for this reason only
that we reordered them into the acronym "HELP SCORES." Fortunately we were
able to sort them into two words which had some sense and relevance in them-
selves. Indeed, as a guide for the D&U specialist in judging his own program
or in planning, supporting, and evaluating specific D&U activities, we believe
this list represents a rather comprehensive checklist.

To make a preliminary test of the adequacy of this list, we decided to code the
responses to our in-depth interviews with personnel of the Manpower Administra-
tion. The results of our analysis appear below.

B. PROCESS-AND PROBLEMS IN THE MANPOWER DU SYSTEM REVEALED BY A H-E-L-P
S-C-O-R-E-S ANALYSIS

Following is an analysis of the interviews conducted with
the Division of R&D Utilization in the Manpower Administration, Department
of Labor. There were 16 interviews conducted, six with staff members of the
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R&D unit and ten with other persons identified by the unit as most relevant
to their works in our analysis the D&U staff will often be designated as
"insiders" and the others as "outsiders." All interviews were taped and
subsequently transformed into detailed summaries. The two principal
investigators then independently coded all contents using the guidelines
shown in Table 7.10.

[Insert Table 7.10 here]

HomophUy

Diffusion research studies consistently show that when senders and
receivers are similar to one another in various relevant characteristics,
communication is easier. The degree of similarity between sender and
receiver has been called "homophily." A D&U unit which stressed homophily
in its strategy would do all that it could to use communicators of R&D
who were similar to intended audiences in language, age, sex, profession,
etc. It would also try to shape the message so that it would be in the
user's language and presented in a manner that the user might have employed
himself. Homophily also applies to less tangible characteristics such as
values, belief systems, and culture. Generally speaking, research and
practitioner communities are likely to differ widely on these dimensions,
so that the D&U strategist may have a real task in finding crucial elements
that they have in common.

Although homophily is an implicitly important aspect of many of the
Division's activities, it received very little explicit mention in inter-
view Four comments from three insiders were coded in this category com-
pare° *o three comments from three outsiders.

One insider described the typical researchers as "too academic" in
language style so that abstracts had to be written by Division staff (who
presumably have a better feel for the style that a typical user would accept).
Another insider agreed on the importance of form but added that the form
and substance had to be consistent with the user'; view of the world (belief
system homophily). A third insider respondent indicated that the problem
may be more functional in that users are not really that concerned with
research.

One outsider echoed this view while placing more emphasispn the
researcher's orientation. University people, he said, were usually inclined
only toward topics in which they had personal interest. Therefore, it is

often hard to find a researcher interested in a problem of concern to the
department. Another respondent saw a difference between his division in
USES and ORD on what constitutes "good" research, implying that ORD, itself,
was too academic in its orientation: But a more serious value discrepancy
,was cited by another respondent as crucial: he said that the R&D work done
by ORD contractors is "in opposition to concepts accepted by the American
people." Hence, some policy people in high positions view them as "wild
people."
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TABLE 7.10 Guidelines for Interview Coding on H-E-L-P S-C-0-R-E-S

HOMophily + Similarity of characteristics of sender and receiver; e.g., with respect to
values, age, education, language, resources; congruence or alikeness.

Dissimilarities of sender and receiver, especially large differences or
discrepancies in any of the above.

EMpathy Understanding or feeling for the other and the other's situation. Might be
inferred from efforts to simulate or understand the role of the other, e.g.,
the client by the researcher, the researcher by the client, the client and
the researcher's situation by the federal agency, etc. (Does not Imply any
direct communication with the other,)

- Failure to understand or feel for the other.

Linkage + Contact or relationship between persons or groups is sought or achieved.

Contact between persons or groups is notably absent, falls to be achieved,
or is broken.

Proximity + Placement of persons or groups near each other, juxtaposition, arranging so
that people will be in the same place at the same time, but without neces-
sarily establishing communication between them (which would be better scored
as linkage); spatial or geographical arrangements which place users, resourcers,
and federal personnel close to each other. Travelling and general visiting
might be scored as "proximity"-creating behavior rather than "linking."

- Separations or long distances between people and groups, whether deliberately
created or happenstance. Walls and barriers of various sorts might belc.on-
sidered means of reducing proximity as would separation Into different
organizational families. NIMH has minus proximity with respect tO'OE, SRS,
and MA on both organizational and geographic grounds.

STructuring + Any evidence or planning, ordering, systematic arranging, scheduling, mapping
in a framework, quantitative analysis or evaluation of objectives, work or
output, e.g., systems analysis, PPBS, etc. (Obviously such structuring may be
misguided, excessive or overdone, hence this dimension, like some others, has '

value only within certain limits.)

Evidence or confusion, disarray, ad hocracy, muddling through, lack of organi-
zation, irrationality.

Capacity + Any sign of affluence, talent, experience, wisdom, Intelligence, strength, or
size when such is suggested to be a "given" In the situation or a "cause"
rather than an outcome of other factors, e.g., "so and so was a good writer"
(talent). "They had a large grant" (affluence). "It was a top university."
"He really knows the bureaucracy, inside and out" (experience, shading on
"empathy" factor).

Poverty, inadequacy, outstanding lack of talent, resources, experience, etc.,
especially when cited as a "given" or a reason for something else not happen-
ing or not coming out right.

Openness + Any sign of willingness or eagerness to listen, to receive, to give, to tell,
or to share ideas, knowledge, or resources with others. Willingness or eager-
ness to change. Programs to change attitudes usually are intended to Increase
openness. Willingness to try out new behaviors probably represents a higher
level of openness than a mere - willingness to listen. Openness Is not the
same as being linked although either might leaJ to the other. You might have
a formal link to someone In a very circumscribed relationship in which the
receiver might not be open to many diverse sorts of messages. On the other
hand, people can be open to receiving new Information or new contacts and
still not get them. Flexibility of any sort would also rate as "openness,"
as would a willingness to take risks.

Any sign of rigidity, dogmatism, unwillingness to listen or to tell, secrecy,
erecting or maintaining barriers to communication, shunning opportunities to
communicate or to go after new information and new sources.

Reward + Provision of financial support, security, esteem, status, or benefits of any
kind which can be ,een as reinforcements. Might Include providing companion-
ship, publication, compliments, encouragement, increase in pay or power, re-
lief from stress or work.

- Lack of or loss of any of the above, punishment, negative sanction, disappro-
val.

ENe rgy + Heavy investment of time and effort, persistence, aggressiveness, caring a
lot, concern for ction and movement, achievement motivation, high aspirations.

- Inertia, Indifference, maintenance orientation.

SYnergy + Coming together of forces, orchestration, combining of diverse elements,
synchronization of multiple diverse media and messages to produce joint or
additive effects, whether by plan or serendipity.

- Lack of Joining of elements, diffuseness of di fforts, failure to syn-

chronise, disharmony.

,
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The clearest examples in which the Division actually utilizes the homophily
principle are those projects described as "utilization by subversion," i.e.,
where professional groups are given special contracts to diffuse R&D findings to
their own members.

Empathy

S

Homophily is usually a "given" in a situation: we are either similar to
another person or we are not. If we are fundamentally different in background,
race, sex, age, role, job, status, etc., it is more or less impossible to achieve
homophily on these attributes. In such an event, the next best thing is "empathy'
by which we mean the ability to put oneself in the other person's shoes vicariously.
In this context, empathy is defined broadly to include any type of understanding
of the other party's situation. This understanding might be on an intellectual
level or on an emotional level or both. Empathy, by itself, does not facilitate
utilization of knowledge directlyIbut it does put the resource person in a position
to know how to coordinate users, to know what they need, how they will respond
to new inputs, and how they will be most likely to react in a resourcer-user
relationship. Empathy is also dynamically related to homophily. For example,
homophilous individuals will be able to empathize with one another much more
readily than heterophilous individuals, and conversely, those who empathize with
one another will be likely to develop similar attitudes and awareness, hence be-
coming more homophilous.

A D&U unit which stressed "empathy" might want to utilize role-playing,
simulation, and job-rotation in its strategies.

The Manpower Administration's Division of R&D Utilization does exhibit some
concern for the empathy factor through its over-all efforts to involve researchers
in practitioner problems, but the interviews provided only a handful of comments
that could be related directly to empathy. Four comments from two insiders seemed
to fit this category while six comments from four outsiders were relevant.

The two insiders expressed concern that the Division does 'not know enough
about what policy makers (in the Department of Labor) want. One outsider showed
this concern, suggesting that "we make policy makers sensitive to R&D findings
before we make them policy makers." This same respondent noted that he looks
at new federal legislation before it is implemented so that he can estimate in
advance the kinds of research needs that the administrators of the new program
will have. One insider also suggested that researchers needed a little more
empathy with policy maker; the presentations to department staff and policy
makers were often so bad or so academic that they turned the audience off.

One outsider also mentioned empathy with users as a key problem for the
Division. He felt that USES, as the line agency, was more grassroots oriented
than ORD and had a better idea of the problems of the local offices. One in-
sider also commented that "we don't know enough about what users are using, need,
and want."

In general, the Division does not seem to have focused on empathy-building
strategies directly through such devices as role playing, simulation, job and
role rotation, or living-in experiences of one sort or another. This may
therefore be an area for future program consideration.
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Linkage

Before any knowledge can pass from one person or group to another, there
must be some sort of connection between them which allows communication to take
place. Studies of knowledge dissemination show that OW effectiveness is re-
lated to the number, variety, and strength of these connections. In this
analysis, we have grouped the various statements related to connectedness
between persons and groups under the heading "linkage."

In coding the interviews in the Manpower Administration, we found a large
number of linkage statements: 63 from division insiders, 62 from outsiders.
We have tried to classify each statement according to the persons involved (as
senders and receivers) and according to the respondent's perception of the
quality or significance of the link. The results for 103 responses which could
be meaningfully coded in this manner,are shown in Table 7.11.

[Insert Table 7.11 here]

A majority of statements (68) indicated either that linkage between 2 persons
or groups was good or that a specific event occurred in which person or group X
communicated with person or group Y. Twenty-three instances were cited where
linkage was unsatisfactory or lacking; in 13 cases (representing 3 inside
and 5 outside respondents), the importance of a specific type of linkage was
noted.

Comments are clearly bunched in the areas most closely attached to the
respondent's work situation, i.e., among the utilization division and ORD staff
and from them to others. The highest frequency of linkage is between ORD
(including the Division) and planning and policy people, and in this area, the
preponderance of examples are positive, particularly as cited by Division in-
siders (8/2). Although linkage to the line agencies such as USES ranked second
in frequency (19 instances), the inside-outside ratio suggests a far less
satisfactory state of affairs (8/9).

Linkage within ORD has been deliberately fostered by the "buddy system"
policy of several years standing and is reflected in a ratid of 15 positive to
zero negative linkage instances. We also note a positive ratio of linkage with
researchers (12/1), again perhaps reflecting the "buddy" policy. One insider
noted that researchers were not a priority group for the dissemination of ORD
products; in fact, however, researchers and academicians of various sorts
dominate the Division mailing lists and represent the majority of unsolicited
inquiries for information.

The smaller frequencies and the many blanks in this table are also note-
worthy. Communication links to non-researchers outside the federal government
are hardly mentioned at all by those outside the Division although some Division
staff (4 mentions) indicate the importance of this type of-linkage. Linkage
to the general public is almost never mentioned. The focus of our questions

may have contributed to this result, however.

The table generally reflects the situations of ORD; there is good linkage
within and with a smaLZ group of researchers, but a high degree of frustration
in trying to Zink with policy makers and especially practitioners. The paths
to the mass of practitioner-users are blocked by the bureaucratic rules and
structures of the federal system.
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TABLE 7.11 Linkage as a Factor in Utilization in the Manpower Administration
(Codable Responses from 15 interviews including 6 in the Division

of R&D Utilization)

Linkage cited
as important
in this area

Example of
linkage cited
or linkage
reported as

'good" or im-
proving

Researchers to:

Div. & ORD
Federal Planning
and Policy

Fed. Line Agency
Other Practitioners

Insi-I Out-
ders'Oldgr

Insi-4 O1ut-
ders isiders

1

1

7 1 5

1

& Users in General 3 1

Div. and ORD to:

Federal Planning and
Policy 2 8

1

5

Federal Line Agency 1 1 4 I 4

Other Practitioners
& Users in General 1 1 6 2

Among:

Research
Div. of Utilization 2

Div. of ORD 9 6
Federal Policy 5
Inter-Agency 3
Agency General 1

TOTALS 7 6 38 1 33

COMBINED-

Linkage

OMB INED 13 71

Example of
poor, inade-
quate or de-
dining link-
age

Total

Codable
Comments
by Type
of Link

PoSitive to
Negative
Ratio

lnsi- Out-
ders Isiders.

I 1

2

2
I

4

3 1 6

3 1 1

15

1

3

5

21

19

14

12/1

1/2

2/0

13/6

8/9

8/4

a

I

10 1 13

23

2

2

15

6

3

2

2/0

2/0
15/0

5/0

108

* "Insiders ": Staff members of the Division of R&D Utilization.
"Outsiders": Manpower Administration Personnel in other Divisions.
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Proximity, --/2

Proximity, the mere fact of being close to someone physically, geographically,
or organizationally, is one of the most reliable predictors of effective D&U.
In the Manpower Administration interviews, 18 instances were clearly codable
into this category, 9 from 6 insiders, 4 from 7 outsiders. 41

Conferences (which create a temporary proximity between various groups)
are a favorite tool of the Division. For example, there is an annual "New
Manpower Researchers" conference which introduces new Ph.D.'s in the maripeaer

field to policy makers. The Brookings Institution had a special contract last
year to introduce research findings from the WIN program to policy makers. A

conference was the major vehicle for this, but according to one informant, it

was not well attended by policy people. Other special conferences have been
held at various times as a major vehicle for reporting successful findings and
displaying successful demonstration projects. The Division also makes some out-
reach to annual conventions in relevant professional fields and organizes dis-
play booths for various ORD products.

Some inside staff stressed the importance of personal visiting and direct
contact on field sites for themselves and potential users. One said that the
most effective way to get utilization is "to see it." Another said "we don't
go out enough to the potential user you.can't just send the report." The
active role sometimes taken by Division personnel to create proximity and

(

promote linkage is reflected in comments such as: "They took down JOBS A

people and others to show them how the center was operating."

Proximity may play an important role in relations within the Manpower
Administration since some units are physically housed together, some are blocks
away, and some are miles away. One ORD research unit head said he had a close
relationship with the Division of Utilization "since they are in the same office."
A difficult relationship with USES, the agency with line responsibility for direct
access to the field, is probably made worse by'both organizational and physidal
separation. The agencies are housed in different buildings. Communication with
the top policy figures in the Department of Labor is probably inhibited by the
same geographic factor.

Structurini

In previous studies of D&U, the degree of systematic organization,planning,
and coordination of elements seemed to be strongly related to utilization success.
This dimension of orderliness of function and process was giver the label
"structuring." We were able to identify 94 statements in the 15 interviews which
seemed to have reference to a quality of structuredness (or lack of it). Most

of these comments came from those outside the division, 65 vs. 29. Most of these
were merely statements by respondents concerning how work was organized in the
areas they were responsible for. For example, the head of ORD described the
development of an annual "R&D Funding Plan" as an activity requiring generating
research ideas within a framework, rating these on specified criteria, planning
specifically for one year and more generally for two, and taking cognizance of
future events which may change demands on the staff, e.g., the passage of th-.
Emergency Manpower Employment Act. Several items In this process suggest a
quality of orderliness and structure. The ORD director also noted some ways in
which they operated in a less structured manner; for example, he noted that the
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D&U strategy is mostly ad hoc, not based on any thecry. He also noted that therdill
was no set system for either defining who clients were (depends entirely on
the product) or how to reach them. There is also no set procedure for finding
out whether intended users actually are reached and actually use what they get.
However, such comments were made as statements of fact with little implication
that the situation was other than it shoulq be. Getting such data on utiliza-
tion would be like "measuring the unmeasurSble."

The expression "ad hoc" is used over and over again by different staff
members in ORD, particularly when applied to utilization strategies. To some,
this "ad hocracy" is merely inevitable but to others, it is something to be
deplored. One ORD staff member stated it this way: "it is a matter of bouncing
from one c r i s i s to, the fi ext..'..you get away with a lot in an ad hoc system....
things don't get done." -bite- respondent outside ORD who was generally critical
of their way of doing things said that part of the "failure" of ORD to imple-
ment research is due to their lack of data on'the use of research and the fact
that, in his view, they did not build evaluation designs into projects.

Staff within the Division generally agreed that many functions were carried
out without' a high specification or structuring. The Divition director noted
that in determining needs they didn't do a good job of seeing "whether all bases
are covered." ,

Capacity

It has generally been observed in all areas of human endeavor that those
111

persons with the most resources to start with will be the most successful in

whatever they do. Wealth, power, education, and talent can all be acquired
attributes to some extent, but if they are given they will provide an enormous

. advantage. This truism applies equally to dissemination and utilization
activity. Hence, the larger the D&U unit, the larger its budget, the higher it
stands in the hierarchy of the Department, the more educated and talented its
staff, the more successful we would expect it to be.

What do the interviews tell us on these points? First of all, it does not
appear that capacity stands out as the major factor in assessments of the
Division of R&D Utilization. Although there are some indications of problems
in this area, insiders do not carp about them and one insider vehemently put
forward the view that money and size have nothing to do with effectiveness.

Outsiders were far more preoccupied with capatity issues than- insiders
as judged by interviews: eight outsiders made 29 comments related to this
category, whereas four insiders made only 8 comments.

Substantively, the outstanding capacity issue noted by insiders and outsiders
was work load. One senior outsider said that the utilization unit was
"drowning in just getting material out to people." Another echoed this obser-
vation by'saying that staff time and size limit what the unit can do. One

senior insider said that most problems revolve around time and work pressures
and overload on the staff. Most outsiders seemed very sympathetic and
appreciative of what the unit has been able to do within these limitations,
although one person believed that many contracts could be performed more
efficiently with greater utilization impact if they were done ir, USES (the

agency with line responsibility to the field) "because USES has got the
organization to deliver."
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A na.;or saving factor for the unit was the unit's leadership. Insiders
and outsiders commented favorably on the director's knowledge and commitment
to utilization,and the esprit d' corps, creativity, and flexibility of the
Division which were seen as consequences of his efforts.

In summary, therefore,we can say that wealth and power capacity factors
were inhibiting but not crippling because of inherent capacities and talents
of the Division's staff to make the most of what they have.

Openness

This term has many connotations most often associated with the personality
and the psychology of individual persons, but in a DO context we would
prefer to limit the term to mean simply the "readiness to give and to receive
new information." Using this definition, we noted 42 comments pertaining to
"openness" in the interviews. There are two complimentary questions that need
to be asked: first, are the Division and ORD open to their important audiences
and publics and, secondly, are these most crucial audiences open to ORD and the
Division. On the first point the answer seems to be yes. The Division in
particular puts great store by its openness: they always try to respond to
requests from any source; they actively seek out potential users both to ask
what they need mnd to tell them about new items which might be of interest;
and they try to get users involved in reacting to research proposals. To
serve these ends, they use many media including person-toperson visits, to key
persons, preparation of written policy briefs, demonstrations at conventions,
etc

J

The second question, that of the openness,of others to ORD and the utiliza-
tion Divi.sion; must be answered somewhat differently for different levels.
At the higher levels of policy making within the Department of Labor there appears
to be considerable openness. Policy makers were reported by one reasonably high
source as "receptive to research results and even asking for more." One indi-
cation of this eagerness has been the specific request from the Assistant
Secretary for Planning, Evaluation, and Research (ASPER) for briefs on research
reports which spell out policy implications. There is also some feeling that
these same policy makers do not convey their enthusiasm down the line and to
the field. Someomembers of ORD would'like to see a louder and clearer sanction-
ing of research utilization from the top. There was also some complaint in the
Division of "restrictive media policies," presumably laid down from on high,
which inhibit fully adequate mass dissemination of important findings.

However, most comments concerning lack of openness pc'tained to the wing
,-.)f the Manpower Administration with the most field responsibility, namely USES.
One Division staff member noted "a traditional mistrust between operating-and
research people." One policy planner felt that program people have "short
horizons" because they are required to meet present problems. Another Division
respori.dent said that he had also initially found it difficult to get important
information out of people in USES. As noted elsewhere in this report, ORD-USES
relations keep-4oming up in our interviews as problematic. "Openness" is a
big part of this picture, although we cannot be sure whether it is a cause or
an effect or perhaps merely a symptom of a more fundamental difficulty.
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Perhaps partly because of the gatekeeping powers of USES in this regard,
relations to regions and states were also noted as being weak. Whether this was
a true lack to openness in the field or merely a lack of contact is hard to
judge. Certainly when Division staff put on displays at professional conven-
tions, they are overwhelmed with follow-up requests: sometimes as many as
1000 requests from a single convention and 500 for a single report displayed
at a convention have been counted. These figures suggest a good deal of
openness and a great need forR&D outputs at certain levels. Unfortunately,
the Division is usually too busy responding to such waves of requests either tot%
note the types of audiences being turned on or to assess the true ultimate
impact on these audiences.

Reward

It is a fundamental psychological fact that rewarded behavior tends to
be repeated. This principle applies very strongly to sending and receiving
messages: people won't keep doing either for very long unless there is some sort
of direct or indirect reward or reinforcement for doing so, nor will messages
have "impact" if they haven° reward value for those who receive them. Hence
the pattern of rewards for 1M has to be observed and rated for its adequacy for
all parties to the exchange if we are to make an adequate diagnosis of D&U
problems.

Using this definition, we find very little focus on reward issues in the
interviews (22 comments in all, 10 from 7 outsiders, 12 from the six insiders).
The Division is rather proud of its-careful husbanding of financial resources Aft
and its use of them to prime the pump in certain areas. 'Relatively modest
grants have been made to unions and to professional groups to "subvert from
within" to involve these potential users in utilization efforts. The TAT
project was noted by a respondent as one that was initially funded by ORD but
now operating without such funds, with Union Carbide agreeing to pay for the
training of those people they were hiring.

The Amportance of rewarding the researchers or the ORD staff, itself, was
rarely mentioned. One high level respondent suggested that the interest of
the researcher was a crucial factor, while another noted that the use had to
be involved and that his self-interest had to be appealed to.

The Division.director noted that his D&U Division often does not get
credit for its own work, but that this did not greatly. disturb him. In

any case, Division staff may get their rewards in different ways, e.g.,
through their esprit and the innovative atmosphere generated in the Division.

We believe that the reward systems of the various segments of the
Manpower Administration would explain a good deal' about linkage problems,
especially among ORD, OPE, and USES, where linkage difficulties abound.
Some rewards can even come about through effective communication alone. For

example, one OPE staff member noted that ORD often sends proposals for his
comment but that he gets no feedback on what they did as a consequence.
Possibly such feedback loops could be initiated by promulgating a. formal policy

. to this effect, at least on a trial ,basis.

-3014-



Energy

,Everett Rogers and others who have studied the influence of various.
factorS on the diffusion of innovations have noted that suceess is often'
correlated with degree of effort invested by the change agent, himself. 'Al-

though we are not sure how this concept manifests itself in the workings of
a federal research utilization program, we thought it would be a worlbwhile
dimension to consider. The term "energy" is used here to denote larger than
normal investments of time, effort, persistence, agressiveness, and con-
cern for acting early and moving quickly.

Twenty-five 'Comments seemed to fit this category, 13 from insiders, 12
from outsiders, One Division staff member noted'that "a good project officer
with commitment-to utilization and interest in getting spin-off" is an important
facilitating factor, while a "lazy" prc:ect officer who doesn't get involved
is an inhibiting factor. This statement -is close to the essence of what is
meant by "energy." In fact, as a matter of deliberate policy through the
"buddy system" and other means, the Division stresses the importance of involve-
ment from the.beginning. Probably the most important thing that can be done
by any agency to get utilization is merely to stress it, to say it is important
from the beginning and continual)y thrOughout the course of a project. One ORD
staff Member exemplified what seethed to be a general 'attitude with this state-
ment: "I work with a project and do every\hins in the name of getting it
utilized and consult with Drob as I am doing this."

Synergy

"Synergy" basically means the combined action pf different forces to pro-
duce a single effect. It has been observed in past D&U studies that utilization
was not the result of one 'factor or two factors operating additively but was
the result of a combination Qf,factors that went together in- a certaip way.
Personal influence, for example, is very-important in bringing about change but
usually works only when it is (a) responsive ton internal need in the user,
(b) supported by, reasonable evidence of effectiveness, and (c) offered by more
than one source. We 'wanted to see if federal D&U units manifested a synergy
principle in any of their strategies.

In our interviews in the Manpower Administration, we turned up 23 rEomments
which might be interpreted this way. it is clear that the "synergy" idea
in some form or other is important to many of our respondents but expressed
differently. One respondent stated it in the following way: "You must fit the
tight man at the right time--you must have a current hot item." Another
echoed this view by saying, "it's the right idea whose time has come that
counts." "Timing" was repeatedly noted as a major positive factor and is one
important aspect of synergy; research input must come at the same time as other
inputs to users such as awareness of need, urgent pressure to change, 'the
opportunity to move in a new direction, the sudden acquisition of new resources
or the necessity of making a decision.

A synergic strategy requires two things above all: first, a continuing
awareness of current user needs and situations, i.e., "where the user is at"
and' secondly, a coordination among resource persons and groups so that joint
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timing is possible. Dn the former point, the D&U Division in the Manpower
Administration can claim some success in specific areas. In some projects in
which user involvement is stressed from the outset, both users and researchers
have a chance to keep track of where each other is going from

.one time to the next.
For users in general, however, it is difficult if not impossible to retain such
an. awareness. To some extent, the Division and ORD as.a whole depend on
signals from higher up and from Congress to judge what is needed at specific
times, but some insiders felt that they were "ol.erating in a vacuum" since
they do not know what policy issues are important to decision makers.

Since planned synergy is such a difficult strategy to wo.k on, dissemina-
tors often fall back on a strategy which might be called "n tural" or "serendipi-
tous" synergy. What this means in practical terms is that ne floods all media
with as many "potentially" relevant messages as possible an keep repeating
the messages so that users will be able to review them when ver t ey'are ready,
whei-ever they are, and whatever medium they are attending.to. many-respects
the 'U.S. market economy works just this way. We did not4q4716d too much of this
"flooding all zones philosophy in the Division. Indeed there was a tendency
to be selective in choosing audiences and timing inputs and to play down mass
dissemination activities.

One ORD staff member outside the utilization Division may have expressed
the synergic principle when he said "we play the orchestra as we think the
music will best be heard," employing memos, monographs, letters,'and research
acadeMicians in whatever combination seems best to get across a particular

111message to a particular audience.

C. THE UTILITY OF H-E-L-P S-C-O-R-E-S ANALYSIS

Wetshould recognize the fact that we are still at an early stage in under-
standing D&U phenomena. Thus, elaborate statistical and conceptual models
are probably not going to fit the facts of very many specific situations. It

should also be emphasized, however, that HELP SCORES is not a theory in this
sense b'ut rather a set of broad and distinct descriptors for atpects-of D&U

, process. Most of the ten concepts can be,applied to any .transfer situation
or D&U happening,,' regardless of where such a happening may be located inthe
.knowledge chainidescribed in Chapter Three.

In the previous section we offered a very small test of this 10 concept
approach by coding 403 process comments or statements from 15 interviews. It

is our view ti-at the 10 concepts covered comments from all persons interviewed
quite well. Table 7.11 provides quantitative overview. As indicated in-this
table, the 10 concepts are not of equal explanatory power. "Linkage" and
"structuring" account for over half the total comments coded, and "openness"
and "capacity" account for nearly another 20%. "Empathy" and "homophily," on

4

['Insert Table 7.11 here],

the other hand, seam to play only a minor role in the thinking of these
respondents about D&U, together accounting for only about 4% of total comments.
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TABLE 7.11 H-E-L-P S-C-O-R-E-S Within the Manpower D&U System
(An Analysis,of ,403 Process Comments from 15 Interv, iews)

Staff of the Division of
R&D Utilizction

Personnel Outside
the Division

Total

Comments

'Number of
Respondents
(Total =6)

Number of
Comments

Number of
Respondents
(Total=9)

Number of
Comments

Homophily (3) 4 (3) 3 7

Empathy (2) 4' (4) 6 2 10

Linkage (6) 63 (9) 62 125

Proximity (6) 9 (7) 9 18

StruCturing (5) 29 (9) 65 94

Capacity (4) 8 (8) 29 37

Openness (6) 20 (7) 22 42

Reward (6) 12 N (7) 10

Energy (6) 13 (8) 12 25

Synergy (5) 6 (7) 17 23

We have some sense that-the low-scoring factors are. lowln part because
they have been less visible and have been given less focused attention. than
some of the others. The pattern of responses undoubtedly also reflects the
pattern of the stimuli which certainly bias. the response distributions among
the 10 code areas; for example, many of our questions stressed communication,
and linkage mentions are probably increased because of this. The comments
this case have been coded into the schema post hoc with some success but,
if we are to pursue such an approach, there is now the need to present the
schema to respondents More explicitly, factor-by-factor, to elicit more specific
responses.

We believe that HELP SCORES shows promise of becoming another useful
destr,iptive schema for analysis of D&U activities, D&U strategies, and D&U
sYstems, and one which cuts across the functional analysis of Chapter Four
such that each act of transfer can be-subjected to it, whether such act occurs
within the user system, in need communication, within the resource system, or
in transfer from resource to user. Even in its prtesent form it has provided.



a different view of the Manpower Administration's D&U system as reflected in
the comments of 15 persons very centrally linked to or associated with that

system.

We can further simplify and summarize our conclusions here and illustrate
how they converge with those of the first part of this chapter by grouping
the responses in four conceptual clusters as follows:

(1) Linkage and Proximity: 143 Comments
(2) Structuring and Synergy: 117 "

(3) Capacity, Energy, and Reward: =84 "

(4), Openness, Empathy, and Romophily: 59

There is some logical justification for each of these couplings. Being
physically close or in contact and being linked together are clearly related
and often hard to separate in coding. There is also a dynamic relationship
between linkage and proximity in that proximity greatly increases the prat-ability
of linkage and good or strong linkage tends to lead to associations and meetings
which bring people together physically.

1per.gy" requires the join; efforts or effect of_several inputs simul-
. taneously or-in succession. This may occur by chance and often doeS in real
life, but a deli-berSte strategy of synergy would certainly require a good

. deal of advance planning and structuring.

"Energy" can be seen both as a consequence and as an aspect ofi.'high
"capacity," while '-treward" can be seen' as both a cause and ar, effect of both,

.one aspect dfchrigh capacity is being able't; provide rewards, and re-
ceiving rewards builds one's capacity. The prospect of reward tends to release
energy,] -and the expenditure of energy, especial/y by a high capacity system,
leads 16 rewl7ds-: Thus in several ways, these three-concepts are intertdined.

Fina ly,Ithepotidn,of "empathy" implies "openness" to others while 4homo-
phily" d tribes 'arl important precondition -for both "empathy" and "operiness."

These four logical clustersdovetail in an interesting way with the factorial
diMensions Nsc2psed in the first part of the chapter, end especially with the
three items vii.ljch we selected out df'the 20 "procedures" as most salient aid .,

r.rnreesentative of our px.inciple findings. "Linkage and Proximity".fits nicely.-
with the top-rated item "Collaboration and cooperation between-researthers and,
users to find and adopt what is useful." "Openness-.Empathy-Homophily" relates
somewhat cleitIty to the,item "Adequate diagnosis of ttak real user need" and
finally "Careful organization of the planning and implementation efforts" is
very closely rel ted to what we, have been calling "Structuriy(g and Synergy"
in this section.

'.- .

We arm -left with the"'n17a7ly-Energy-Reward" cluster whiSh also bear a

i-.,. close likeness to the Capacity dlmension.Which emerged so clearly and 1st nctly
-

... -.

from our factor analysis. .

.

. .

.,=.

. . I",
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We cannot claim that the data offered and the analyses attempted in this
chapter lead us to any firm or final conclusions with respect to D &U process,
but there does seem to be a convergence with respect to at least four clusters
of variables. The strongest and most salient of these is linkage, the connection
and two-way communication among users,and resource persons at all levels. A

good utilization system is, above all, a highly interconnected and interactive
system with no gaps between key users and key resourcers.

Secondly, a good D &U system is highly open and responsive to user needs,
. understanding and appreciative of the user's situation And able to diagnose
his needs accurately and completely.

Third, a good D &U system is clearly planned; organized and coordinated to
achieve its objectives, using systematic evaluAtion and feedback to maintain
quality control and improve functioning.

,/f
Finally, a good D &U system must have the capacity in financial, personal,

and motivational terms,to support its objectives and reward those involved
either on the-sendng or receiving ends of the problem-solving dialogue.
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CHAPTER VIII

POTENTIAL PRACTICE MODIFICATIONS

I. INTRODUCTION

The schema elaborated in this report can best be judged by its power
to provide useful guidelines to action for those engaged in OW programs.
At this point, therefore, we would like to bring together our observations
from the four agencies, the two surveys and the two conferences, to sum-
marize and to derive implications for action, following the major categories
of analysis.

A. SUPPORT OF USER,4.LF=SERVICING

"An effective and progressive user self-servicing subsystem
has a good localized problem-solving capacity, maintains a con-
tinuing awareness of its needs, present and future, knows how to
express its needs to potential resource persons and groups, looks
outward and inward for innovations, and is able to adapt new ideas.
Maximal D&U activities in this area would focus oh helping the user
help himself by providing training or support on any of the above
sub-processes."*

We have found that each agency studied sees this as an important area
but not necessarily one that they have the capacity or the jurisdiction to
work in. None of these four agencies sees the user as the passive recipient
of information; all accept a self-servicing problem-solver definition of
clients and client systems. The real question for them,then,comes down to
this: What are the limits of responsibility and capacity of a D&U unit?
If the client' group is relatively well defined and limited, it is possible
for a D&U agency to provide the kind of consultation and support implied
by this fbnction. THus in the case of the NIMH unit,where community mental

- .health centers were the primary client, such help was provided directly by
aTenc.aff. At the other extreme, the NCEC,with a client population of 20,000
school diStricts, hundreds of thousands of teachers, and sundry educators, can
hardly expect to indulge very heavily in direct support of user self-servicing.
On the other hand, NCEC has developed a strong philosophical orientation com-
patible with user seif-servicing and problem-solving and tries to find ways
to fill its other D&U tasks in accord with this philosophy. Both the NIMH
and NCEC strategies in this regard are reasonable but require entirely
different types of resource allocation and organization by the federal agency
as a whole. To adopt an NIMH strategy to serve all clients of a particular
federal agency would be very costly and would require a complete rethinking
of both the meaning and significance of UU at the top levels of government.

For readers' convenience we will repes'at descriptive summary of each model
component from Chapter 4.
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A large number of psychologically-oriented change theorists endorse
the strategy of supporting user self-servicing.* There is sound logic and
some evidence to support this "client-centered" approach to helping. How-
ever, there is a danger in exclusive reliance on such an approach, namely,
that the legitimate value of outside knowledge, especially that based on
valid R&D effort will be discounted or ignored. We feel that this danger
is real because change experts, trainers, and consultants tend to cluster
according to ideology and to see other emphases as representing competing
ideologies. In the minds of many client-centered change specialists, any
emphasis on knuiledge transfer represents such a competing and distrusted
perspective. it is difficult 0 find persons who represent a dual orienta-
tion on the importance of both user self-helping and transfer of expert
knowledge to the user from outside sources.

Assuming that in the near future D&U units will not have greatly increased
power or resources, we would make two summary suggestions regarding user self-
servicing. The D&U unit must assume:

(1) that the user can help himself on many aspects of problem-
solving and

(2) that for the extent to which major help can be provided
by the federal government to users on the process of
problem-solving and self-improvement (personally or organi-
zationally), other branches of government will need to
provide it.

On a more specific level, there are three types of actions which D&U
units might contemplate. We'will rate the pros and cons of each in turn
below.

1. Training in Problem-Solving Procedures for Practitioners (exclusive
of training in research utilization, per se) [Improvement Option #1]

None of the D&U units engages in this activity to any extent
and,given their limited resources, this seems wise.

We feel that there is a great need throughout the society and
particularly in the professions and service-providing organizations
for improving these skills. There are training programs and packages
available in this area. However, the reliability and long term benefits
of such programs are generally not proven and the cost can be high
particularly in terms of negative ripple effects from unsuccessful
training efforts which could put the whole D&U function in a bad light
in some circles. Our own experience with two conferences in which
some problem-solving proces,s traihing was included suggests very great
differences in receptivity to this approach. Most experts in this field
would argue that problem-solving process training is not a task which can
be undertaken from a distance by personnel busy with other activities.

*See for example: Bennis, Benne and Chin, THE PLANNING OF CHANGE, 1969.
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The most effective models for such work involve long term commitments
from process training experts willing and able to learn the operations,
goals, and problems of their client organizations thoroughly. Quick
courses in management or sensitivity training, in general, are not
effective for improving group process.

Two additional difficulties should be pointed out: first, it is

almost a truism that the groups most in need of process development
are the least willing and/or able to seek out the help they need.
Second, changes in process are vexingly difficult to evaluate for "hard"
improvement in production of the organization, at least over the short
run.

Thus, the appropriate stance of the DO unit vis a vis process
training probably should be that of a concerned outsider who may be
able to suggest this work to organizations who appear open to it, or
who might strive to create conditions in which the need for process
training becomes clear to organizations which are not initially open to
the suggestion. The D&U unit, through its contacts with these systems,
might serve as a linker or resource bank by keeping a file or personal
contact with skilled process trainers.

It is usually unrealistic to expect effective problem-solving pro-
cesses to develop in short-term, temporary groups even with expert
process guidance. The two interface conferences attest to this fact.
D&U is a complex field within which we cannot expect any temporary
group to be able to derive specific actions for change in a limited
period of time. Thus, DUI staff might wish to consider the development
of long term problem generation/analysis/solution mechanisms, and apply
the best problem-solving processes known to the establishment of these
activities. It could be argued that such long-term training-consulting
projects could be cost effective if they were provided to a clearly
defined client group of very high power and high relevance to the DO
unit (such as the Planning Office, Bureau Chiefs, etc.). However, it

is difficult for lower power groups to initiate such activities for their
own superiors. Again from the interface conference experience we found
some difficulty both in attracting higher level persons to participate
and in holding their attention, once they were present. These problems
are solvable but they must be confronted and planned for in advance.

2. Organizational Development (0D) Consultation and Intervention
[Improvement Option #21-

The same types of considerations which apply to process train-
ing also apply to OD and similar types of interventions. Cost is

high and efficacy is uncertain. The NIMH unit has involved itself
in a kind of OD consultation with community mental health centers
but has been careful to keep this on an informal basis. Manpower
has sponsored one Laboratory (in Michigan) where organizational
survey and feedback (a type of OD) was tried out in a number of
employment service,, with mixed results. A major stumbling block
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for this activity was gaining access to sites. In the case of NIMH
an expectation was already in place that the Washington office had
a legitimate right and obligation to provide some sort of help and
guidance to local units. The Manpower D&U unit has had no such sanc-
tion, and entree is a continuing problem.

It may well be that some sort of organizational development
work is a prerequisite to adequate research utilization on the
argument that learning cannot take place from outside until there
are adequate structures and linkages within the organization for
communicating and transforming knowledge received. Utilization usually
means change, and many organizations must first learn how (cognitively
and behaviorally) to change. If this is the case, then federal D6U
units should be linked to other agencies of government responsible for
organizational renewal. In the case of SRS, for example, an office of
Organizational Development did exist which might have played an important
cooperative role with the Research Utilization division.* In any case,
the D&U unit should not take it upon. itself to fulfill this function on
its own.

3. Development or Adaptation of Systematic Tools and Handbooks
for User Self-Help [Improvement Option #3J

One way in which D&U agencies can fill a useful role with re-
spect to user self-servicing is by developing specialized
"process" handbooks. All four of the agencies studied have been
in the handbook business but not all have developed handbooks and
materials exclusively focused on the process of problem-solving.
NIMH and NCEC have both sponsored wide ranging literature reviews
on change strategies with a focus on research utilization. In each

case both compendia of findings and more practically oriented guide-

books have resulted. What still seems to be needed are experiments
to find optimum means of disseminating and gaining full utilization
of such items. It is also not known who uses these hand books,for what
purpose, whether they improve problem-solving for those who use them,
and whether they have any effect on the dissemination and/or utiliza-
tion of relevant research and'development.

The Manpower Administration has done the least of the four
agencies in this area and might well consider adapting and combining
elements of existing works from the other agencies with a special
concern for Manpower users. As an approach to user self-servicing,
we believe that handbooks on the process of change might have relative-
ly high pay-off for little investment for several reasons:

*This office was abolished in an SRS reorganization in the tall of 1973.
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(a) low initial cost of development especially because
similar works of reasonably high quality can be
adapted.

(b) reproduction and dissemination is relatively cheap
and simple.

(c) there is minimum threat; potential users can choose
to scan, read or absorb whatever parts of a book
they deem relevant or interesting and they can do
so at a time, ftlace, or situation of their own

convenience.

(d) information on processes of change can be generalized
to a broad range of situations.

(e) information on process is less likely to become
obsolete than detailed information on particular,
programs or particular R&D projects.

If this is a route that the Manpower D&U unit wishes to pursue,
they should be especially concerned about two issues: first, to get
writers of the highest calibre and understanding to do the work, and
second, to get writers who can present a balanced perspective on change
which includes R&D utilization as an important element.

Such print systems should be evaluated against good in-person
process training however, especially considering the points made earlier
about the difficulties of doing process development by "long distance."

In general, it would appear that support of user self-servicing is
more important to the D&U unit as a guiding philosophy or ultimate goal
than as a basis for particular program thrusts. The unit should always
be seeking ways to encourage better user problem-solving without accepting
primary responsibility for either training or consultation in this area
unless it can combine forces with others on whom this responsibility
naturally falls.

B. NEED SENSING AND NEED COMMUNICATION

"Maximal D&U functions in the area of need processing would
include various activities required to communicate user needs to
resource persons and systems. Transformation activities such as
need arousal, need sensing, need definition, and needs assessment
are necessary for transmission of needs to policy makers and to the
R&D community. Additional specialized transformations include the
translation of need priorities into research and development programs
with dollar authorizations and into problems amenable to R&D."
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It is safe to say that D&U units will never be seen as the prime agents
or conduits for need sensing and communication. To start with, at the
macro level this has been traditionally a political process. When the
membeA of the society feel a sense of urgency about one problem or another,
they communicate their feelings to elected officials or they elect new
officials who say they can do something about these things.

Actually in a large and complex society the strictly political mechanisms
are probably only relevant for setting the broad limits of policy especially
at the federal level. Thus, judging whaN.the people need and want is a
complicated matter and practically every form of information gathering is
used by federal agencies for this purpose from surveys to subjective judgments.

411 four of the agencies studied are very sensitive'to the problem of
user need communication even though they have no major assigned responsibi-
lities in this area. They recognize the fact that research utilization must
be a two-way process involving dialogue and responsiveness by both the R&D
community and practitioners. However, only the NCEC has conducted formal
need surveys of varieties of users, while Manpower and SRS D&U staff rely
heavily on auidance from higher authorities. In Manpower, high level outside
advisory committees are important in, addition to inside policy makers and
planners; SRS in the last two years has moved very swiftly toward a formal
and elaborate internal planning process.. NIMH has up to the present relied
heavily on expert opinion in the determination of priority "need" areas for
research. Such experts generally are drawn from the R&D community, itself.

What is evident from our review of the need sensing and communication
apparatus in all four agencies is its haphazardness and general lack of

empirical basis. It is mostly founded on personal judgments and hunches
of middle level government officials together with those members of the
academic research community who happen to have good government connections.
This also makes need. determination susceptible to misrepresentation, sensa-

tionalism, and other distortions by need sensing through the media, from
vocal partisans and from others who may not truly represent a system and
its needs.

Lacking the authority or capacity to define user needs and to influence
research to accord with such needs, the D&U unit is in a somewhat awkward

position. .As the disseminators, they are seen as representing the knowledge
producers and are perhaps accountable for the validity and relevance of what
is transmitted to users. The hope of the DEU staff must be that the store-
house of knowledge they have to work with is filled with material of reason-
able quality covering a wide enough range of concerns to meet most user
needs as they arise. For most of our agencies this is a forelorn hope.

1. User Information Need Measurement and Assessment [Improvement Option #4]

Only one of the four agencies, NCEC, has made any significant
thrust toward quantitative information needs assessment on a systematic
basis. We do not know why the other agencies cannot begin modest
experiments in the same area. A first step is to define as clearly
as possible who the potential user populations of the agency are. A

second step is to prioritize these users, and a third is to determine
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how they are currently being served. Beyond these steps there are a
variety of Ways in which needs might be elicited. Traditional surveys
may yield only laundry lists of traditional topics, but intensive
interviews and/or observations of representative users in their work
situation might provide a function of more substance. It is also
possible and desirable to assess needs in terms of reactions to
samples of information input. any users will be only dimly aware
of many of their information needs, but are able to respond "Yes
that's what I want" when they are given enough different samples
of information to try out. Eliciting such feedback can also have a
secondary benefit for the D&U agency by demonstrating a concern
for dialogue with the user and responsiveness to him.

We believe that traditional survey approaches to needs assess-
ment are useful only to reaffirm and to assess the current levels
of need according to traditional need categories, and they ignore
the important steps of "Need Arousal" (2.1 in Figure III-3) and
"Need Definition, Redefinition, and Analysis" (2.3 in Figure 111-3).
If new needs, reformulated needs, and important latent needs are to
be assessed, users must first be stimulated to think in new ways
about their situation. The D&U unit could play a very important
role here by commissioning well-written and provocative essays by
knowledgeable and thoughtful persons in the field, proposing such
new need constellations. Such papers could then be disseminated
among relevant audiences and used as stimulators of a new need con-
sciousness prior to or as a part of any needs assessment surveys.

Such a stimulus-response approach to needs assessment might
not yield data any more valid than ..raditional approaches, but it
would indicate a great deal about (a) the stability of self-percep-
tions of need, and (b) the willingness of users to think about their
need situation in new ways.

2. Responding to Stated Needs as a Vehicle to, Greater Need Awareness
and Awareness of Resource Alternatives [Improvement Option #5]

The D&U unit may feel frustrated by the types of response it re-
ceives on user "needs," either because they are superficial, or call
for information beyond their capacity to provide. For example, in
both user network surveys conducted for this project, the highest "need"
expressed by both federal policy and administrative personnel and practi-
tioner groups was for information on how to evaluate performance and on
statistical data of various sorts pertinent to such evaluations. Even
if they had no initial competence in such areas, the D&U unit might
want to tool up to provide some such services and/or to link these users
with others who could provide them. In the course of so doing, however,
the D& unit should (a) piggyback additional R&D information whjch they
feel might prove germane to real user needs, and (b) ask for feedback
from users regarding satisfaction with material received, redefinition
and further specifications of the original needoand articulation of new
needs. Both the information and the feedback request might serve to
reeducate the user regarding both his true need situation and .the type
of services which the D&U unit might be able to provide.
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Lon Ran e Need Definition and Forecasting Mechanisms [Improvement

Option #6

A matter of continuing frustration to D&U units is the long
turn-around time between the identification of important needs and
the availability of new R&D products relevant to those needs. In

some areas the R&D output is need relevant but relevant for a need
which was salient a decade ago! If turn-around time is 5 years or
more on a complete cycle of research, development, evaluation, and
dissemination, then needs must be held constant or must be predicted
at least 5 years in advance.

Need forecasting is certainly a crude art, but it is obvious

that we should try to do it andat the very least,we should try to
find out how to do it. The D&U unit does not necessarily have the
assignment of organi2ing think-tanks and the like to work on such
matters, but they are in a critical position with respect to one aspect
of forecasting, namely, the prediction of future needs from current
reactions to new inputs by opinion leaders and innovators.

A considerable body of research indicates that new ideas, inno-
vations and even perceptions of need spread in a predictable'manner
through the social system starting with key influential persons and
persons with a history of adbpting new ideas early; if such individuals
can be identified, their reactions to existing R&D products or to
need stimulus essays (such as suggested under point B-1) should be pre-
dictive of much more widespread concerns of 5-10 years hence.

C. BRINGING PRESSURE TO BEAR ON THE R&D COMMUNITY

"Although most solution building functions lie outside of
the domain of DUI, three processes can be' identified as maximal
D&U activities in this area: influencing R&D to be more relevant
to society; influencing R&D to be more disseminable and utilizable;
and research on the process of utilization itself."

Early patterns of research support in social problem areas followed a
model which had seemed to be successful in the natural sciences, namely to
allow the research community, itself, to govern and to assign awards on the
basis of merit as methodologically.sound research and as contributions to
a coherent body of knowledge. There is less and less patience with. this
approach'on the part of government agencies today and more of a tendency to
demand or encourage by whatever means R&D products which have demonstrated
releVance and utility in the specific areas of concern to policy makers.

There is still some 'confusion, however,,about how best to bring about
a greater responsiveness and a more earth-bound-and practical orientation on
the part of the R&D community. One approach, tried most extensively by OE
and SRS among our agencies, is to develop short and long-term (one and five
year) plans including specific objectives, and to provide R&D funds only
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for work which clearly pertains to those objectives, usually by competitive con-
tracts following issuance of a "Reques', for Proposal" (RFP). This highly
planned approach appears logical at first glance but it rests on two shaky
assumptions:

(1) that the officials who develop the goal statements and write
the RFP's have the requisite expertise and the best grasp
ofthe situation; and

(2) that the most competent and conscientious members of the R&D
community will come forward with proposals, and will win the
competition for contracts,

With respect to the first assumption it is probably true that federal officials
are in the best position to take a truly national perspective on problems, but
they are generally not the persons with the most expertise on any given topic
and they are rarely afforded the opportunity either to understand user problems
in depth or to reflect on the kinds or R&D that would best meet the needs of
the country.

The second assumption holds true only in times of extreme scarcity and
even then only for those R&D persons who do not\ have tenured teaching posi-
tions on prestigious university campuses. Thus, for example, in the late
1960's when the-USOE threatened to terminate a lushly funded R&D-Center at
Harvard's School of Education on grounds of relevance, the Harvard professors
thumbed their noses at the government and went about their business. The
Center was terminated; the loser was probably the public.

The NIMH Branch that we studied is probably the most highly sensitive
group in NIMH to questions of relevance and utilization; yet they feel the
need to work in a very careful and diplomatic way with their academic ad-.

visors and with their grantees to instill some degree of relevance in the
proceedings.

-Between the NIMH and the OE approaches there must be some middle ground
which entices the best scholars to work for the good of the society as a
whole while retaining a sense of independent judgment and self-control which
seems necessary for the best scientific work.* We understand the frustration
of government administrators and the temptation to produce relevance by
exerting power and coerc'on on the scientific community, but we doubt if these
stringencies will produce the desired effects for the reasons stated, i.e.,
(1) that the government at any point in time doesn't really know exactly
what its needs and top priorities are, and (2) that the best qualified and
most imaginative R&D people won't work for them if they have any alternatives
(which they almost always have).

*See the work of Pelz, Donald C. and Andrews, Frank M., Scientists in Organiza-

tions (Wiley, 1966) for findings on the need for tension between autonomy and
stimulation from others and from problems to bring about maximum productivity

and creativity in the scientist. The "trick" in applied R&D is to work clients
and their needs into the scientists' awareness so that real life problems pro-

vide part of the stimulation, diversity,-and "dither" so necessary for scientific

creativity.
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1. Require Need Relevance in Rt-..1) Proposals [Improvement Option #7]

All of the agencies studied had some sort of mechanism to require
or encourage need relevance in proposals. In SRS and OE the bureaucra-
tic machinery of a formal planning process played a large role, and the
DEW unit as such had very little if any influence on research funding
or proposal writing. The NIMH utilization staff had a great deal of
informal influence through pre-submission discussions with prospective
grantees and through proposing and gaining acceptance of relevance-
related selection criteria by their outside review panel. None of
this

A
influence extended beyond the branch to other research funding

units in NIMH,however.

It is possible and reasonable for government to mandate need
relevance in all proposals, particularly those submitted to agencies
width a specific set of service-supportive goals (such asr all of the
agencies we were studying). The problem, however, as with all man-
dates is to get compliance with the s2irit and not the letter of the
law. A research investigator can always wind up with a need rationale
which sounds convincing and sometimes may even be able to cite supporting
dia46bseic data. But where does his real interest lie? and has he thought
very deeply about the problem? The NIMH approach of pre-submission
dialogue may be somewhat effective, but it seems rather weak. A more power-
ful inducement might be a small grant or a consultation contract for a
few thousand dollars to explore the need area in depth, review the
literature and visit a few sites to get a "feel" for what is really
going ori. -wout-d- then-be req-u-i-r-e-dt-os-ubmi-tam-inirepor_t________

on his diagnosis prior to being awarded the grant for the larger
project.

2. Require Specification of D&U Program in R&DProposals [Improvement Option #8]

Of special importance to the D&U unit might be a requirement in
all research and development proposals that specific plans be spelled,
out for. marketing, dissemination, and utilization of the final report
or product. Such a requirement is already operational in SRS'but re-
sults on effectiweness of the approach are not in.

There are a number of reasons concerning this.idea. On the plus
side at least four points can be mad. tI) It might force a greater
awareness of and sensitivity to D&U issues on the part of the R&D
contractors and grantees. Simply by going through the exercise of
considering audiences, media, form of presentation, time and place of
presentation, implementation, and inducing behavioral changes, the
R&D person would become more aware of the variables involved, the com-
plexity, and the greater social context in which his output must find
its way. (2) It might generate new ideas for the government onostrate-
gies and tactics of D&U, new conference formats, new, audiences, new
media and media forms, etc. This outcome would depend on R&D personnel
taking more than a perfunctory approach to the mandate. (3) The flood
of D&U plans from individual projects at the proposal and funding stage
would give the D&U unit considerable advance information for planning
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integration and support Of D&U 2-4 year hence. This assumes that the
-.plans are meaningful and realistic and that the D&U unit would have
complete access to.them. (4) Lastly, such a procedure might actually
increase the speed and amount of dissemination and utilization which
takes place. We are still rather ignorant about "natural" diffusion
patterns; i.e., the extent to which new knowledge diffuses simply due
to Ocentives.and institutions already present in the society without
any deliberate effort by government to push D&U. It is reasonable to
suppeise, however. that special planning and effort expended in this
dforection does have some additional effects over what occurs naturally.

Several disadvantages to the D&U plan requirement are also evident.
(1) Not all R&D products are'equally worthy of the widest dissemination.
If they are poorly done or lead to 6o useful outcomes, DM.) planning
might best be directed toward a dignified burial. Encouraging or forcing
a Dal plan in advance might raise expectations and get a ball rolling
which shouldn't roll at air. (2) Even'for worthy groducts the appropriate.
/channels and means, for D&U may not be evident in addance. In the course

e' of a project various types 'of linkages are created and opportunities for

I
D&U,laid bare which the investigator c uld not have been aware of initially
Thls.is especially true for young inve tigators Who are building a reputa-
tion. (3) Even more problematic is the question of the investigator's
expertise as a disseminator and utilization consultant as distinct from his
expertise In research and/or development. DO, in. our view, implies an
entirely different set of knowledge, skills, and attitudes: Therefore,

. while 'the' D&U plan mandate might recruit (or ybvert) R&D persons
to fill the D&U function (where we haVe a'distinct manpower-defidit)
the-assumptionthat evtry_.:researchercan -thereby be transformed into
a D&U specialists is faulty. The federal D&U- Unit might be-.stuck
with a lot of bad prans drafted by disinterested or incompetent in=
vestigators and some of these plans might actually be carried out!
(A) Alternatively, rather than involving themselves in the exercise,
many researchers may prefer to "hire" D&U experts onto their staffs
for proposal writing; without learning anything themselves, or inte-
grating the concepts in their research. (5) FinallY, the most telling
argument against a specific D&U plan mandate centers on the question of
efficiency and cost effectiveness. There is tremendous waste in plan-
ning a separate D&U strategy for every single R&O product. The very
existence of a federai D&U unit implies the.need for coordination and
centralization of at least part of the effort.

In sum, it would seem that the government should move cautiously
in this area. If specific D&U plans are viewed as essential at the
beginning, there should also be varibus_means to provide guidance to
the investigator on questions such as appropriate media, access to
audiences, and perhaps alternativO.strategies of change and knowledge
utilization. ..Such planning should also be informed by an underStanding
of the federal agency's total D&U program, strategy and philosophy;
and shouid be cast in such a way that combining and coordinating with
other D&U efforts is not difficult.
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3. Ask Researchers to Write and Prepare Output for Non-Research
Audiences [Improvement Option #9)

While there are many arguments against assigning complete D&U
responsibilities to researchers, there is a strong argument for in-
volving them in some ways, particularly in certain writing tasks and
in deriving implications for various users. By tradition researchers
(but not developers) prepare their output primarily for other researchers
and do not spend much time writing for non-researchers who could make
use of their findings. would seem that all researchers should be
required at a miniMum to spell,out the implications of their findings
for policy makers, practitioners, administrators, the general public,
and the client groups in the need area concerned.

There are at least three important reasons for imposing such a
requirement. In the first plate, researchers should become more skilled
in communication outside their specialty particularly, to user audiences.
In almost all cases', such practice will be of benefit not only in im-
proving the capacity for linkage within the macrosystem but-for the
researchers themselves in achieving greater recognition and more sympathy
from those who have grant money to dispense.

A second reason for researcher involvement is their expertise. No
one has a better grasp' of the essential meaning and limits of a research
project than the investigator himself. Hence, if he is not thoroughly
probed at or near the end'of project,a great deal of the key infor-
mation will be forever buried.or revealed only by the digging of the
most persistent and thorough scholars.

%

A third reason is 14 great need to improve the'capacity of all
members of the problem-solving macrosystem in derivin implications for
action from research: This is not,a simple or self-evident task. A
good research report on a significant problem area, whether it is in-

tentionally descriptive or prescriptive will contain a multitude of
implications for all the persons in the' society who must relate to
that problem including high level policy makers, practitioners, other
researchers and consumer-clients. 'Usually a good research report will
have something to say about the definition of the problem or the need,
underlying causes, potential atterhati.Oe solutions, and persons who
might be able to assist in building solutions, choosing among them,
disseminating them, or implementing them. .Of course, in most cases,
these implications will not'be obvious or explicit; they need to be
drawn out., It is also true that some inferences may go beyond the
data at hand or.may be only inklings or suspicions. Nevertheless, they
increase our capacity to think about the-problem constructively and rationally.

Squeezirig implications out-of data is not necessarily something
the average researcher is trained to do or-likes to do. Many are .
trained to be very cautious about drawing any inferences which cannot
be supported statjstipally with specific data. This is the appropriate
stance for a stitrittS:t totake especially when his prime concern is
building a sound,..val-Wand.-rellablle body of knowledge. But for those
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who must act within hours, days, or weeks, regardless of the soundness
of tIe available d.ta, a hunch based loosely on research is better than
a hunch based on nothing at all.,_' Researchers must come to accept and
appreciate that fact, and within such a context they should learn to
be as helpful as they can possibly be.

ih Transform Researchers into Disseminators [Improvement Option #10]

Any reseal-Cher who also teaches courses in his specialty is already
a disseminator, whether he recognizes it or not; yet most R&D personnel
do far less disseminating than they are capable of and provide far less
help in utilization and implementation among users than is needed and
than they have the capacity to deliver.

As D&U functions assume greater significance in the thinking of
government planners and decision-makers, as we believe they will do

continuously through the next decade, there will come a growing recogn;-
tion of severe manpower shortages in the D&U area. For every basic
researcher, applied researcher, and developer in a given social problem
domain there should be at least one disseminator and one utilization
>pecialist. The ratio in the field of agriculture where a fully developed
D&U network already exists is at least that great.

It is obvious that not all researchers are going to make good D&U
specialists, and for that reason a blanket policy of forcing investigators
to undertake D&U activities for their projects should never be used. But
the D&U unit should survey R&D investigators for signs of talent and
motivation to invest in D&U.

To support such a trend, the'D&U unit should make available
special kinds of training, consultation, and materials (e.g., guides
on D&U process). There is available experience on all these matters
among the four agencies studied which could be shared.

5. Vitalizing and Routinizing a Buddy System [Improvement Option #11]

The Manpower D&U unit is unique arpong all agencies we have
studied in this project or elsewhere in initiating a one-on-one
partnership between project officers in R&D and.D&U. The "buddy
system" as a concept seems to have much to recommend it. It incorpor-
ates the idea,of continuous monitoring for D&U potential throughout
the life of a project. It also divides the labor and the responsi-
bility for different functions in a rational way while allowing for
continuous dialogue and mutual influence between research concerns
and utilization concerns.

There are problems, however. in the first place a one-on-one
approach in which two project officers are assigned to a
single project is a luxury most D&U units will not be able to afford.
Secondly, the system applies only to relations within the federal
agency's RDD&U monitoring units; there are no buddies for the investi-
gators, themselves (and to provide them would be insuperably expensive
'and complicated). Thirdly, there are some intimations that the MA
buddy system has been hard to maintain over a period of years, and that
it has fallen into disuse in recent times.
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Because of the promise of this innovation in D&U management, we
feel that ways should be found to refine it and insure its continuance.
A first step in this direction would be the tentative specification
of a protocol for project monitoring which indicates the various
points at which (a) input is required on D&U from contractors, (b) when
revlew and sign off is required by D&U monitor, (c) where dialogue
between research monitor and D&U monitor is required, and (d) where
conferencing among all parties is required. We would add the word
"tentative" because a first fix on this routinization formula would
probably be over-elaborate in some areas while missing other essentials.

,1 It would also seem desirable to extend the notion of the D&U
"buddy" beyond the federal monitoring function to the projects, them-
selves. Ways should be found to bring together research investigators
with D&U specialists from the same or different organizations early
in the life of a project with specific agreement on both sides that
they will work cooperatively through the D&U phases. Such approaches
should be tried first only on a pilot basis with one or two projects
and the collaboration effort should be evaluated carefully (perhaps
by a third contractor) to determine feasibility and cost effectiveness
of this procedure or variations on it.

We might also suggest that the model of DUI functions contained
in this report forms one basis for constructing a routinized monitoring
checklist for such experiments with the "buddy system."

6. Supporting Research on D&U [Improvement Option #12]

The special brand of research, basic and applied, dealing with
questions of research dissemination, utilization, and the transfer
of social technologies is very important for planning and directing
the future operations of federal D&U units. Yet the amount currently
invested in such research is exceedingly limited. Part of the problem
may be that D&U agencies are seen as distinct from research sponsoring
agencies and therefore have no business funding research. An associated
problem to the lack of funding is the small number of qualified re-
searchers who specialize in this area. A heavy reliance on such a
small group of experts is probably always unhealthy for policy-making
in any field.

It is very important in funding activities of a D&U agency to
distinguish between D&U activities and research on them. In some cases,
it is probably true that the investigator who initiated a research pro-
ject can also manage some of the D&U relevant to it. It is less likely
that he can also do research or careful evaluation of that D&U effort
in such a way as to add to our knowledge on this special subject.

Among our four agencies, only NCEC has been able to launch a re-
search program focused on DE., and even this has been extremely limited
and essentially a sideline to their other activities. MHSV has spon-
sored a state-of-the-art review and two experimental D&U projects (by Glaser
and Ross, 1971 and Fairweather, 1973) focused on two specific mental health
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innovations. SRS has recently been limited to evaluative studies of
its products (e.g., R&D briefs) and its Research Utilization Specialist
Program. It is our view, however, that MA has done the least of the
four agencies in forwarding knowledge of D&U by sponsoring of such re-
search, especially prior to the pre,.-ht project. This is somewhat
surprising in view of the staff size f the D&U unit in MA and their
relatively close working relationships with the rest of the ORD. Hence,
D&U "doctrine" in MA is largely guided by expert opinion derived from
the experience of the experts in areas of rehabilitation, mental health,
education, agriculture, and other fields which may have important
differences from manpower, particularly in terms of existing norms and
networks for information flow. Our very discrepant experiences between
SRS and MA in the two interface conferences would seem to bear this
out (see again the concluding statement of Chapter VI).

D. TRANSFORMATIONS

"Maximal D&U activities in the area of solution processing would
include steps designed to move a valid solution idea into implementa-
tion in a user system. Such functions as transforming knowledge
into usabft forms, transmitting knowledge to appropriate audiences,
and helping people to use knowledge would be subsumed under solution
processing."*.

From studying these four units, we have come upon the notion that there
is no such thing as a "final" product of R&D. Rather from any one R&D pro-
ject may emanate a chain of knowledge products somewhat analoguous to the food
processing chain; following such an analogy we can imagine a project as acquiring
and creating various elements of knowledge just as plants and livestock
acquire various minerals and proteins in the process of growing. The total
"product" in its fully grown form is rarely directly edible but must be cut
up, processed, refined, blended with other products, and repackaged even before it
reaches its "ultimate destination," the consumer. However, even the consumer must
then prepare it, cook it, and serve it. Once received at the mouth, the food then
goes through another elaborate transformation in which it is shredded and decomposed
into separate mineral and protein elements to be "finally" absorbed into the blood.
It is very important, in our opinion, for D&U units to develop a similar
conception and appreciation of the complexities of knowledge transformations.
Each of the units studied has struggled mightily, indeed devoted most of their
energies to the transformation problem, and rightly so. What may be lacking,
however, is an overall conception of the pattern of necessary and desirable
transformations.

"Necessary" and "desirable" are extremely important words to keep in mind
and to keep separate in viewing the transformation problem. Because the
number of transformations is potentially so vast, the D&U unit must have
clearly in mind what constitute the minimal necessary transformations for
which they are responsible and for which they can reasonably be held
responsible. This usually seems to include nome screening for quality
some collection, some summarization, :vin indexing, and come tailoring for

This summary from Chapter IV applies to the next three sections, "Trans-
formation," "Transmission," and "User Helping."
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specific users. Hopefully, many of these tasks will be undertaken as a matter
of course by other units or by the researchers, themselves. Summarization,
for example is usually a routine aspect of report writing although we find many
D&U units being forced to rewrite or substitute new summaries in new formats.
Nevertheless, the federal D&U unit under the best conditions should function
primarily as a watchdog on the transformation process, monitoring and surveying
the transformation chain at critical points, and assisting, encouraging, and
coordinating transformations done by others.

On the other hand, there are some audiences which many D&U agencies feel
are extremely high priority for one reason or another. These are usually

policy makers within the larger agency who have some degree of authority and
policy control over the D&U unit, itself. In these cases some of the units

attempt to provide highly tailored, summarized and packaged information capsules

under the label of "R&D briefs." It seems clear that most D&U units will con-
tinue to serve this highly targetted and specialized information-handling task

in addition to their broader function of serving the practitioner munity as

a whole.

After reviewing the many different types of information ` transformation
activity performed by the four different agencies, we would propose four activi-

ties of particular importance to the Manpower D&U unit,but of gal importance
in providing D&U services.

1. A Comprehensive Resource Information Center and Libraky Service

[Improvement Option #131

Only one of the four units studied, the NCEC,has attempted to create
a comprehensive one-stop R&D information center and service system(ERIC).
While this system has many problems and has been expensive to set up, it

does provide the necessary minimum collection and indexing activity upon
which many other transformation activities can be built.

In our view the D&U unit must insure that comprehensive cumulative
collection and storage of all relevant knowledge takes place and should
require all other information products to take adequate cognizance of
this knowledge storehouse. Increasingly in years to come, users will
expect and require- information products to be built on a foundation
consisting of all existing knowledge in a given field, not merely a
partisan, partial, or happenstance sub-selection thereof. There is no
way to provide such a base without centralizing the responsibility for
collection and collation of the knowledge. It would appear that the
manpower field is in special need of such a service.

Because of the ERIC experience of nearly a decade, it should now be
possible to design a new system for Manpower which provides the advantages
of ERIC without many of its shortcomings. For example, it seems quite feasi-
ble to let a contract for the clearinghouse function either to a university
or to a professional association. On the other hand, it is important to
include in the facility information sources such as journals and books
which contain relevant and important R&D information which may not have
originated with either Manpower research projects specifically or even
U.S. government sponsored programs. It is also probably advisable at 111
this point to provide such a center with a minimum of gadgetry for micro-
forming or computer processing since very few users are oriented toward
such devices in spite of their apparent cost and/or time cutting features.
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One major unknown in the clearinghouse picture is the potential
future role of NTIS as the super-centralized government clearinghouse
for all federally-sponsored R&D. If NTIS can prove itself as the most
efficient storage-retrieval mechanism for government reports, it cer-
tainly should be so utilized, but it will not take the place of a
comprehensive information center to service a specialized field, partic-
ularly one such as Manpower which depends much more heavily on the social
than the natural sciences.

2. High Quality State-of-the-Art Summaries [Improvement Option #14]

It is hard to over-estimate the value of a well-written, carefully
prepared, integrative review and analysis of the research in a given
field. Such works, when they appear, can become the focus of new thinking
and the basis for more coherent presentations of the body of knowledge
represented not only to students and other researchers but also to
practitioners, policy makers, and the general public as well. In the few
cases where such integrative summaries have been sponsored by-.a D&U unit
and where an outstanding writer has been found, the pay-off has appeared
to be very high.

Admittedly, it will not be easy for a D&U unit to serve up such
reviews on demand or even on a regular or routine basis. Nevertheless,
a reserve fund could be set up which could be used whenever the right
man for the right topic came into sight.

State-of-the-art review projects should be offered with reasonably
generous budgets to allow the individual scholar to hire a small staff
of research assistants and to devote all or most of his own time for a
period of at least 3 months. In return all projects should be required
to include manual and computer searches of obvious bibliographic sources
including NTIS and the clearinghouses responsible for the subject domain.

Once such state-of-the-art documents are completed, and provided
they measure up to the standard of quality desired, there should then be
provision made not only for wide dissemination but also for further trans-
formations into summary briefs for policy makers, handbooks for practitioners,
feature stories for the mass media, etc. The importance of state-of-
the-art analyses for policy makers in particular should not be under-
rated. Too often effective communication upward is seen as providing
fresh nuggets of fact from current research projects. Yet a concise
statement which provides an entire field of research may
actually be more helpful to the policy maker, may provide him with a
context within which to understand and evaluate the "nuggets" and may
even serve to reorient his thinking on the topic as a whole. Some in-
dication of the extent of the review activity underlying these summaries
should also lend them special credibility.

3. High Quality Policy Briefs [Improvement Option #15]
cf

Responses to the survey question, "What is the most effective way
to insure that the knowledge produced by research actually gets put
into use?" frequently cited the need for highly processed, summarized,
and targetted briefs based on research reports but clearly spelling out
practice ol policy implications. While such pre-digestion is optimally
desirable for all good reports and all audiences, it is not within the

-327-



practical capability of any D&U agency we are aware of. However, each
such agency usually has one audience which is highest priority and this
will usually be the policy making or planning groups in the parent agency.

Well-done policy briefs are almost always welcomed and seem to fit
an important need, but there are some pitfalls. First of all, they must
be well written and thus may require the nearly full-time talents of
a skilled staff writer. Second, they may tend to exaggerate the importance
of one particular study out of a whole research program (see again point
made in previous section about "nuggets"). Hence, if the findings are
surprising or have high "gee whiz" value as attention grabbers for the
policy people, they may fly in the face of a larger weight of (duller)
research evidence.

The process of policy brief development is, in itself, a microcosm
of the entire knowledge transformation process; hence it is an important
process to analyze meticulously and to use as a means of.training and
sensitizing professionals to many key D&U issues, particularly the very
important and usually under-rated act of deriving practical implications.*

4. Development of Transformation Checklists [Improvement Option #16]

In spite of much activity in the transformation area, none of the,
four agencies studied has a coherent policy for determining what trans-
formations are to be undertaken and how they are to be evaluated. One
step in this direction might be the simple act of monitoring and accounting
what is done over the period of a year in a number of categories of trans-
formation. In Chapter Four we identified six transformation categories
(basic writing, summarizing, collection-synthesis, tailoring, inter-
pretation, and screening) which could serve as a starting point. FroM
reviewing our findings, however, we can propose a more complete listing
of possible transformation sub-functions which could serve as a kind
of checklist. Items for such a list might include the following:

(1) Translation
(2) Differentiation
(3) Integration

(4) Collection
C5) Simplification
(6) Amplification
(7) Recomposition
(8) Summarization
(9) Labelling

(10) Embellishing
(11) Targetting and Tailoring
(12) Redundancy cutting
(13) Redundancy building
(14) Consensual validation
(15) Screening
(16) Print-print referencing
(17) Print-person referencing
(18) Indexing

*See "Operational Mode #5" described in Chapter One for one pattern by which
this activity could be organized routinely.
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Each of these items deserves some brief comment.

(1) Translatiun: This could refer merely to taking from one language
and putting in another, but more broadly and importantly
it refers to the task of removing technical terms or terms
unfamiliar to the .probable audience and replacing them with
familiar terms. Often what is called "jargon" is merely the
specialized language of one audience, useful and important
for internal communication amohg a group of specialists.
Nevertheless, the same words wilich would assist communication
among the in-group, may block communication across groups.
It does not always follow, however, that strange words
should be eliminated. There may be times when a new word
is necessary to introduce and stand for a new concept. It

may also be true, on occasion, that a few new words add to
the sense of novelty and interest-value to a sophisticated
audience. The question for the translator, therefore, is how
much is too much for the intended audience.

(2) Differentiation: Sometimes a piece of writing in its original
form will be too massive and unapproachable for many readers
until it is broken down into segments that make sense as units
within the whole. Most report writers at least have enough
concern for readers to segment their mater7a1 into "chapters,"
but this may not be enough for many readers. Any work should
be seen as a whole constructed of separate but logically
related par...s. Clearly identifying the parts allows the
reader to enter the material in more places, choosing his
starting point at fa' liar, novel, or otherwise salient
segments.

Another aspect of differentiation is showing or explain-
ing how and why a particular piece of work is different from
other work or past work that' may seem very similar to many
readers. This type of differentiating allows the busy reader
to decide whether or not the new item will add enough new

knowledge to be worth the time and trouble of reading.

(3) Integration: Material may be quite well differentiated and
unitized but the elements may not be coherently related to
one another. A common communication error of scholars is
assuming that readers can make their own connections mentally
the same way that they can. In fact, making such connections
explicit is an important aspect of good communication between
researchers and practitioners.

(4) Collection: As noted in Chapter Four, simply bringing items of
knowledge from different sources together is an important
transformation function which is recognized by most units.
Special collections clustered and keyed to practitioners'
needs, concerns, and terminology are probably the most relevant-
types of collection activity for a D&U unit, and may have to
bie carried on in addition to and parallel to the massive and
centralized archiving of, knowledge by an agency such as NTIS.
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(5) Simplification: In addition to removing strange technical terms
in translation, it may sometimes be necessary to reduce a
complex and sophisticated analysis to something that is
comprehensible to the layman. Metaphor is a most common vehicle
for this (as, for example, in our food processing chain analogy
for the transformation chain earlier in this section). Scholars
are fearful of distortion and misrepresentation in this process
and are often very reluctant to engage in attempts to simplify
things that seem perfectly simple and obvious to themselves
already. Hence, the task often falls to journalists or non-
specialists who may be more prone to make the very errors
that scholars fear.

(6) Amplification: While outsiders may often get the impression that
scholars are excessively verbose and encumbered by.an excess
baggage of elaborate terminology, the reverse may be the
problem for cross-disciplinary communication. Scientific
communication within a discipline, when it is working well,
takes place in a kind of short-hand in which a single word
may stand for a whole cluster of concepts well understood by
the communicator and the special audience of colleagues that
he comes about the most. Hence, external communication may
require adding many paragraphs of explanation, background
filling, and context setting for the non-initiated.

(7) Recomposition: Report writers do not always put material together
in ways that assist the reader in access and in building
involvement. 'Order effects are extremely important in cross-
discipline communication; the first chapter, for example,
should always include both a summary and a sampling of the
the most interesting findings if the writer really wants the
reader' to go on beyond it. Recomposition may not involve any
rewriting at all; merely a reordering of sections and the
relegation of some things to appendices can have a salutary
affect. The original writer is not always the best judge of
what should go where for optimal readability.

(8) Summarization: This point is well-covered in Chapter 4, Section 4.12

(9) Labelling: Related to tem #2 above is the need for adequate
and accurate lab ling of sections or elements of reports so
that busy readers, get some impression from rapid scanning
without being misled. ven a one-word heading is a summary
and it is rarely true th-t every sentence in a report Is of
equal value and interest to all readers. Hence, good headline
writing is a crucial type of transformation.

(10) embellishing: Research reports can be unpalatable for a variety of
reasons, not the least of which is dryness and abstractness of
style. Often the aspects of a study most likely to arouse and
sustain reader interest are the verbatim statements of respon-
dents or descriptions of actual situations which the researcher 411
relegates to his files, having collated, tabulated and abstracted
the essential factual content. Human interest anecdotes may
add nothing whatever to the validity or substance of a report

can be crucial for broader communication particularly
to the public, to congressional committees, etc.
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Examples from the data with verbatim statements and/or
photographs represent one form of embellishment that is re-

latively harmless and beneficial. Another form rarely indulged
by researchers is humor. Often a point can be punctuated with
a joke or a cartoon without too much distraction.

Finally embellishment may also come by tying in a finding
with a specific example or situation drawn not necessarily from

3

the research data but from everyday xperience familiar to
the particular audience. This is pr 1) ably the most important
form of embellishment and can only be done by someone very
familiar both with the research and with the circumstances of
the audience in question.

(11) Targetting and Tailoring: With the last point above we move to the
very important matter of deriving special implications for
action for users in particular situations., At the most specific
level it is difficu4t an'd perhaps even irresponsible to suggest
actions based on research without personal discussions with
the particular users about the particular problems they face
(a "user helping" activity within the schema of Chapter 4).

(

Nevertheless a considerable amount of interpretive work can
be undertaken as illustrated in Chapter 4, Sections 4.14 and
4.15. We would stress the potentially high cost of this acti-
vity and therefore the importance of three guidelines: (a) tailor
only for clearly defined highest priority audiences; (b) when
tailoring is done make sure it is done well by someone with
demonstrated writing skills; and (c) train researchers and
practitioners to do their own tailoring.

(12) Redundancy Cutting
and

(13) Redundancy Building: Complaints about over-long reports often
center on the question of redundancy, either that , report
says the same thing over and over again or says t e same
thing as another report. Such redundancies no doubt call
for cutting and perhaps even shelving 'certain reports with-
out dissemination. On the other hand redundancy as such
is a necessary feature of both scientific inquiry and effec-
tive communication. It is important for basic knowledge
building that important findings be confirmed by different
investigators using similar and different methodologies.
Hence a new study which confirms findings from prior re-
search may be important unless it is another of many to
show essentially the same thing.

The very terseness of a report may sometimes hinder
effective transfers simply because fast busy readers will
miss or underrate important points which are stated only
once. Important points also need to be stated and restated
in different words with or without embellishments to increase
the-probability that they will fit the idiosyncratic reading
styles and tastes of a predictably broad range of readers.
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The essential point here is determining and writing for
411)ust that degree of redundancy necessary to clarify the message

over the "noise" of jargon and dissimilar interests and situations,
and no more.

(14) Consensual ValidatLIn: On rare occasions the credibility of a
report can be enhanced by obtaining judgments from e5iperts,
representative readers, or VIP's of various sorts and re-
porting these judgments as a kind of endorsement. Such a
procedure might of course militate against controversial
reports which produce surprising findings, but this depends
on the type of judgment called for, e.g., a panel of methodolo-
gists might merely affirm that the procedure followed con-
firmed to the highest standards of scientific method. The
National Center for Educational Communication in effect
followed such a procedure in the Educational Testing Service
project evaluating R&D products of labs and centers.

(15) Screening: This topic is adequately discussed under Chapter 4,
Section 4.16. Each of the four D&U units studied had attempted
some form of screening for quality and/or relevance-. Until
very recent times the stringency of screening has increased
as a function of the increasing volume of material produced on
a given topic; one important aspect of the information handling
technology introduced by ERIC, however, is that it allows an
enormous volume of input into the system without much screening
by anyone but the user. This means user self-screening for
relevance can be extremely high (provided there is a good
thesaurus and he knows how to use it), but the scientific quality
question is by-passed. Such a system might well serve the needs
of practitioners better than scholars.

(16) Print -Print Referencing: Usually academic researche'rs are rather
good about making reference to past work byothers but not
all researchers are good at this and developers and applied
researchers in non-university settings (where publication
rewards are less) are generally rather poor at it. Compound-
ing the problem is the government R&D monitor's reticence
because in most cases he is not himself thoroughly versed in
the literature and is reluctant to reveal his own ignorance.
Nevertheless, print-to-prin referencing is very important
in building a sound fabric of knowledge and allowing highly
interested r ders to pursue an area to the maximum depth
possible.

(17) Print-Person Referencing may occur automatically alongside print-
to-print but useful references can also be made to people
working in a given area, particularly with current projects
where no reports are yet ava,:labie but where a reader can
be linked to a valuable resource person. The contract
monitor is often in the very best position to know whopSuch
persons are and shoUld take every opportunity to bring R&D
works together and r:o get them to cite each other. This is
how communication networks come into being.
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(18) Indexing Finally, we find a deplorable number of government re-
ports which lack indexes and are thus totally inaccessible
to the reader searching for specific information beyond that
contained in the title or Abstract.* We can find no suitable
explanation for this lapse except that it may signify the lack
of importance that the researcher places on a report as distinct
from a published book. The fact remains that an unindexed book
demands of the user either that he scan the table of contents
with hope, that he read the entire contents, or that he not
read at all and hope that nothing on his topic was said.

It seems entirely appropriate that important reports
be tagged as requirin9 indexing either as part of the cost
of production or as a separate action supported after screen-
ing. This would also be a necessary first step toward a truly
compreh nsive information retrieval system for a topic area.

5 Decision and Product Archiving

Transformation is hard work. Many decisions (for example, the
best way to tailor for an audience) or comments of clients or staff
must be saved as a reference for future similar situations. (This
point also applies to transmissions.)

\E. TRANSMISSIONS

We were surprised to find that among our four D&U units much more effort
and resources seemed to be invested in transformations than in transmissiAls,
but this circumstance arose from different factors in different agencies.
In NIMH, for example, private sector professional channels are considered to
be quite good, supported by an extensive network of professional journal's and
conferences with interdisciplinary overlapping memberships. In education

5

both professional and commercial chaRne

:3

s are relied upon but are recognized
as inadequate, hence the creation of RIC and more recently the pilot phase
of an extension service based in staSe education agencies. In Manpower the

,problem se'ems to be different, however; the professional networks are dome-
what weaker and more diffuse than in either education or mental health, and
may not be the best vehicle for reaching state and local agency "treTsonnel
for whom material has the highest practical relevance. At the same time
direct access to these users by the D&U unit is apparently inhibited by
their status within the bureaucratic structure of the Manpower Administration
and by norms of non-interference at the state level. We believe that these
problems are\not insurmountable, howeverran.d would propose five steps in
that direction.

*Even a highly rated report such as Breakthrough for Disadvantaged Youth lacks
an index as does the prestigious Manpower Report of the President.
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4.

1. Maximize R&D Input to Existing Organs [improvement Option #17]

At least two very fine dissemination-charnels already exist in the
Manpower Administration in the form of the monthly magazine Manpower and
the annual Manpower Report of the President. These publications are
available to and received by a large proportion of relevant manpower
users, particularly at the federal level. Therefore as a first guide-
line to transmission policy the D&U unit should make every effort to
increase,R&D input to these organs and to insure that such input is
highl quality with high reader appeal and with action implications as
cflearly spelled out as possible.

To greatly increase R&D input to these organs it may also be
necessary to improve internal interpersohal linkages between the responsi-
ble editors and other ORD staff involved in project monitoring. Assuming
a very close collaboration relationshiplit may also be possible to use
one or the other of these publications as part of experimental diffusion
efforts with 'ollow-up and more specific counselling on utilization with
various users.

2.. A Daily Newsletter for Policy Makers and Administrators [Improvement
Opti #18]

Some years ago a number of the MA staff initiated a daily news-
sheet'consisting of xeroxed newspaper clippings of items of special
intere§t. Although the newsheet was popular and widely read it fell
into disuse-in recent years. For a variety of reasons it would appear
to be desirable to revive this idea, casting it in a slightly different
form and greatly increasing R&D inputs in addition to news items from
other sources.

It is a well-knoWn fact that newspapers are a primary medium for
receiving information ori a daily basis for all government officials ,

and representatives from the P,resident on down. 'It is,therefore worth
considering how important aspects of the newspaper as a disseminatton
device could be incorporated into a special organ of the Manpower b&U
unit. Four aspects stand out: re ularity, brevity, scanability, and
variety.

(a) Regularity: Channels t be used regularly to be really
effective; they must build sand maintain the habit of
use in the audience. For this reason, a daily sheet
is probably more effective than a weekly or a monthly sheet.

(b) Brevity: Almost as a corollary to (1), a newsheet cannot entail
much time to read or to prepare. It should not inter-
fere too'much with the routine work patterns of busy
administrators and it cannot place too great a burden
on D&U staffers at least until it proves itself as a
valuable addition to the program.

(c) Scanability: The entire contents of the newsheet should
be easily scanable in less than two minutes; and to
thih and should be carefully and clearly headlined
very much like a newspaper.
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(d) Variety: To appeal to a variety of reader interests and
needs the newsheet should include news notes from a
variety Of sources broadly relevant to manpower issues,
always including some R&D content buC rarely if 4er
exclusively.

Whereas the newsheet might be'similar to a.news-
paper in,mary ways it ought to be,tlifferent in others,
particularly if the goals -of the D&U utlitlo beyond,
mere transmission of information. First of all, all
R&D inputs should be clearly referenced with information
included on access and acquisition. In fact, for selebted
high priority users; each issue of the newsheet should
include some sort .of order-blank which serveS'No (1) makes
access to detailed inforMation easier and faster, and:'
(2) implants the idea that further pursUit of a topic
might sometimes be appropriate-as well as possible.

3. Fast Turn-Around Reference Servke for Policy Makers [Improvement Option #I9

While the newsheet wouldllave high value as a transmission medium'.
to policy makers, it would.ot alone he sufficient to imprOve D&U services
to that audience. In addition, we would propose a rapid.respbnse per-
sonalized search and retrieve] -Service'for selected perons at high levels,
or to a few users Pt *va-rious times on an experimental basis. :Each such
user should be thoroughly briefed onthe purpose.and capability ofthe
service, and his information needs carefully acrd individually profiled in
detail. This concept has been e 1pborated in tworather different
ways as Operational Modes #4 an &'5 in'Chapter One.

4. Farm Out the Dissemination-to-Research and Dissemination-to-Practice
Functions [Improvement OptiOn #20]

* .

For .a variety of reasons i,t is probably advisable to decentralze
or at least de-federalize most dissemination and network building functions,
leaving the D&U unit rn the role of a supporter,:coordinator, and in some
sense, a monitor. This has been done rather successfully by NCEC in
the ERIC system. Interviews with the staff librarian In the Manpower
D&U unit indicate that a large proportion of requests for reports come
from univers4ty sources; Anile such servicing of the academic community
may be important, ii could probably be done more efficiently under con-
trPct to an ERIC-type clearinghouse as/well as through referral to NTIS.

The main reason for such a shift wo rld be to allow concentration
of staff resources on highest: priority and highest proximity users,
especially in policy and planning, and to peril it experimental attempts
to provide intensive highly-targetted and use-centered experimental
dissemination projects.

1

5. Tie, into and Strengthen Existing Knowledge Networks [imp-rovement Option #21]

The purpose of the ,above shift in D&U policy would not be to.
deemphasize or downgrade the import*ce of_D&U for praCtitioners but
rather to improve it, particularly in light of the current pattern of
communication suggested in the "network" Figures on pages N5-9 and 5-10.
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What appears to be a most promising approach is the so-called
strategy of "utilization by subversion" already practiced to a limited
extent by the Manpower, D&U unit. Existing networks, professional .

association meetings, and journals should be encouraged and supported
through continuing contracts to translate, interpret, and disseminate
R&D findings.

Of special importance might be the support of a professional
association to begin an annual series of conferences with pu lished
proceedings on a topic of special and continuing importance manpower
workers. Such a.conference'series should be deliberately plan ed to
include participation by practitioners and government officials as well
as university and private sector researchers and developers uch
annual events can be designed to act synergistically in s. vingsmany
purposes thrqugh combining many kinds of input, formal an informal,
print and personal. They can focus-publicity and concern on a topic,
build an interdisciplinary researcher - and - practitioner network, assist
in summarizing and synthesizing existing knowledge, and provide important
motivational and intellectual stimulation for further work on'sub-topics
of-highest priority and interest.

F. USER-HELPING

While transmission priorities, means, and costs are 4asonably clear and
calculable, the same is by no means true for the more chalPenging Apd ulti-

i mately more important function of user helping. We find all four D&U units
groping for new and creative directions in' this'area, and our current survey
does not reveal too many imaginative strategies that are clearly.to be
recommended. In essence, we feel that more basic knowledge §hould be
generated regarding knowledge utilization activity at a very concrete behavioral
level. As a corollary to this, attempts to provide user helping services should
be designed as experiments so that +Are can learn with more certainty what works
and whit doesn't work, and what benefits can be achieved for what costs.

/1

1. D&U Spec)alists [Improvement Option #22]

Both SRS and OE have conducted pilot projects to recruit, train,
and install research utilization specialists in state agencies. Both
projects. showed some promise, showed that it could be'done, showed
that agents performed useful services for some clients and could sur-
vive for a period of time with federal support without having the'se
functions-subverted by other forces eid.priorities acting within the

. state bureaucracy. The rep its on the experience to da leave,

unanswered two questions of highest importance:(1) c a gent
provide personalized user h 1 to enough people to have a impact ,
proportional to his cost? and (2) can an agent survive o er the long
haul still maintainil, his sinker role with or without continuing
federal support?

Thorough evaluations of both the SRS and NCEC extension agent
. projects.are now underway and may provide satisfactory answers to
these questions. The,SRS agents are being evaluated by Edward Glaser
Associates, and the NCEC agents are being evaluated in the National
'Institute of Education contract with'Stanford University stresses
cost and quantitative benefit factors. Results ofboth these studies
should be awaited and examined closely before-major new initiatives.
are undertaken in this area.
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2. Adapt or Redevelop RU Manuals [Improvement Option #23]

Both NCEC and NIMH have developed research utilization manuals
and handbooks of various sorts, and these have been acclaimed by many
users. If such manuals are effective, they represent in some sense a
very low cost alternative to the creation and installation of RU
specialists. Yet there are no equivalent products available in the
manpower field to provide this specific kind of. information. With a
small investment, existing manuals from education, mental health, or
elsewhere could be adopted with the inclusion of case examples
specifically relevant to typical manpower problems. There may also
be RU factors unique to the manpower area which would require more
extensive redevelopment or targetting of such manuals.

3. Chan in Attitudes Toward Research Utilization b Practitioners
Improvement Option #2/1]

Part of the utilization problem may be motivational; potential
users may never have had successful experiences either in personal
encounters with researchers or in attempts to read, interpret, and
apply information from research reports. Attitudes can be changed,
however, through demonstration of applications to practical everyday
situations as well as by constant reminders and suggestions on the
value and relevance of research supported by convincing real-life
examples. One element that often seems lacking perhaps particularly
in the Manpower field is the belief on the part of the practitioner
that R&D is relevant to him and worth the effort it takes to read
and derive his own action implications.

4. Tr.aining in RU for Practitioners [Improvement Option #25]

Related to.the previous point is the need for widespread training
in specific RU skills such-as defining needs and objectives, identify-
ing and retrieving relevant research, evaluation and interpretation
of research, deriving implications for alternative actions, and design-
ing, trying out, and evaluating changes based on research implications.
Some program packages for such training are available in education*
and could probably be adapted for use with manpower professionals.
Manuals such as those mentioned earlier can also be used as a basis
for such training.

\ 5. RU Services in Crisis Situations [Improvement Option #26]

The surveys reported in Chapter Five include replies to a question
concerning information use in crisis situations. A principal finding
is that research information is rarely sought in such situations, a

sad reflection on current levels of research utilization. It would seem

*For example, Charles Jung's Resource. Utilizing and Problem-Solving (RUPS),
a process training package for teachers, Northwest Regional Educational
Laboratory, Portland, Oregon, 1970.
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appropriate, therefore, to initiate in depth analyses of crises within
the agency and for practitioners, followed by some specialized services on a trail
experimental basis to reach out to users in crisis to assist them in
retrieving pieces of research very relevant to their needs, to further
assist in deriving implications, planning implementation, etc. Such
services could be provided on a "hot line" arrangement, perhaps similar
to one now in use in the Congressional Research Service of the Library
of Congress. Such a service would require a good deal of preparation
including a prior assessment of the kinds of questions most likely to
be asked and the kinds of crises most likely to be faced.

Chapter Five showed that informational crises in the agencies often
involved requests from high policy makers or Congress. An "on-call" service
geared to making available R&D information in these situations (through
retrieval systems and/or experts) might be developed and tested to help
in such crises.

Each call for help and its consequent service giving and receiving
activity should also be carefully documented, probably by a third party
both to rate the adequacy and value of the service provided and to under-
stand more clearly how such a service can be organized for maximum per-
formance. In this way we might get a better understanding of the dynamics
of user helping and assess the extent to which the DU agency must reach
out to help the user over and beyond what the user can do for himself.

MICROSYSTE. BUILDING

"Microsystem building refers to activities in which many
elements of the problem-solving dialogue are simultaneously pre-
sent and are allowed to interact on a small scale. Maximal D&U
functions in this area would include interchanges between researchers
or developers and users, user-collaborative R&D, and integrated
RDD&U programs."

Evaluate Effectiveness of Past and Present Microsystem Projects [Improvement
Option #27]

A sophisticated knowledge flow system will include some activities in
which many elements of the problem-solving dialogue are simultaneously present
and are allowed to interact on a small scale. The importance of this
point is underscored by the high overall use of interpersonal media
within all groups (and between, in many cases) in the data from the
pilot surveys (see Chapter Five). We are of the opinion that a reat deal

of microsystem building must go on as part of an overall program to improve
D&U and to create a national problem-solving system. However, we must
say this as a matter of faith and logic rather than proven assumption. One
attraction of microsystem activities is that they are intrinsically satisfying
to those involved and their benefits for such persons are not too difficult
to assess. Yet the primary rationale of microsystem building in our view
lies in its secondary or spin-off effects, e.g., (1) as a demonstration of
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how macrosystem D&U can take place, (2) as a training experience for researchers
and/or practitioners which they can use subsequently themselves and pass on

to others, and (3) as a way to build knowledge which is highly relevant for
certain types of users and which hence can be disseminated broadly through
transmission activities of the D&U unit.

Yet these spin-off activities have been difficult to measure and there-
fore the true value and cost-effectiveness of microsystem building have been
hard to demonstrate. For this reason we feel that the priority here now is
evaluation of past and existing efforts with emphasis on development of a
suitable methodology for continuing evaluation.

H. MACROSYSTEM BUILDING

"Although most macrosystem building functions lie outside the
domain of any particular unit within an agency, several processes
can be identified as maximal D&U activities in this area: modelling
of the macrosystem, monitoring of the macrosystem, promoting linkage,
filling recognized gaps, and building system awareness."

The role of government in the U.S. is generally not to do research or
service directly but to hover over the complex of institutional forms which
provide service and perform social problem-solving, attempting to serve and
represent the general public and the general good by "coordinating" separate
efforts. Government should see to it that R&D communities and service profes-
sions work together with users so that they collectively function as a problem-
solving system to the benefit of the society.

The agencies of government can work to shape and reshape the macrosystem
in various ways, e.g., through exerting direct control on certain individuals
and subsystems via legal sanctions, rules and regulations, through protection
of other individuals and subsystems, through financial support and subsidy
of various subsystems, and through creation of new roles, institutions, and
other facilitating mechanisms to fill recognized gaps and to help the total
system function more effectively and beneficially.

1. Monitoring [Improvement Option W28]

A major outcome of this project has been the development of a

framework and a set of procedures for definition and analysis of
problem-solving macrosystems and the role Of federal D&U units within
them. An important next step would be to begin efforts at monitoring
the macrosystem based on this schema or some oiner. Confusion and
ambiguity about the scope and function of D&U units abounds. There is
a need to set activities in context, in relation to one another, and to
consider them in proportion to one another as parts of a logically inter-
related whole.

One might ask where responsibility for such monitoring properly
resides. It can be argued that all macrosystem factors belong at a
level above the typical D&U unit. We agree that this is true for the
most part provided someone in the system recognizes their responsibilities
in this regard! The D&U unit, however, has a special mission in examining
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the flow of communication especially for R&D information but not exclusive-
ly,

411
since through the labyrinth of transformations and transmissions what

is ultimately R&D and what not is seldom clear. Having such a mission
puts the D&U unit in a legitimate position to monitor the functioning
of the total system on what might be perceived as a fairly neutral and
non-threatening theme, the flow of R&D needs and findings.

2. Creating a Centralized R&D Storage-Retrieval System [Improvement Option #29]

Only one of the four agencies studied has attempted to do this in
a thorough-going way (NCEC's ERIC). For the other three such a system is
probably beyond their means and may not be called for because of the
much smaller volume of research which is handled. As stated earlier
under "transformations," we feel that some such centralized library
storage and cataloguing mechanism is necessary as a basis for many
other types of transformations as well as to provide a competent and
comprehensive response to user requests. In view of the costs and
uncertainties, however, it would seem desirable not to duplicate
mechanisms that already exist elsewhere and therefore to piggyback
when possible either on NTIS or on ERIC or both. However, although
there is a general trend in the federal government toward using NTIS
as a central depository, the actual operations and capability of that
facility should be examined critically. Because NTIS functions are
paid for by users, some types of report dissemination will be greatly
inhibited unless ways are found to subsidize the search activities of
these users (subsidy experiments might themselves be of great interest
to DO units in examining and finding ways to increase RU behavior).
Other problems may arise from attempting to use a mechanism designed
for technical hard science information for codifying and handling
social science information.

A cataloguing and retrieval system which could contain both R&D
and the now better-used data on performance/description of manpower
could provide a focal point and link to both kinds of output; for
example, a policy maker might request latest unemployment statistics
from the system, and get back this plus a summary on the latest re-

. search.

3. Building an Extension Service [Improvement Option #90]

There is no question that the most successful RU system to date
has been the U.S. Cooperative Extension Service servicing agricultural
producers. Does such a system make sense outside of agriculture and,
if it does, can it be developed with the kinds of resources likely to
be available in the next few years? The answers to both questions are
being sought in two studies now in progress and mentioned previously
in this Chapter, and as we indicated we recommend that new actions in
this direction should await their findings. However, on the basis of

what we know now I think we can guess at partial answers which are a
qualified "yes" to applicability and "no" to cost. If this is so, it
would seem most imprudent to begin building a system on a shoestring
and then to expect of it the same kind of results delivered by far
more lavishly supported efforts.
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Ii. SUMMARY

This chapter has contained a large number of suggestions and
ideas about how to improve D&U systems with special reference to the
Manpower Administration but with some applicability to all systems.
In a real sense, however, the task of deriving such action implications
should not and cannot be left to the research investigator alone. In

the first place, research tends to describe4what is"better than it
describes "what might be; there is no guarantee of creative new ideas
even in the highest quality research products. Secondly, deriving
such implications should be a joint activity involving the policy
maker, the administrator, and the practitioner at least as much and
probably more than the researcher. Methods for bringing about such
interchanges are sorely needed, particularly methods which encourage
creative thought on the one hand and responsibility to the needs of
the situation on the other. We had hoped to create such constructive
brainstorming discussions in the interface conferences but were not
very successful for reasons not altogether clear to us. Many suggestions
have also come from interviews and questionnaire responses, and wherever
appropriate we have tried to include them in our recommendations.
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Center for Research on Utilization of Scientific Knowledge
Institute for Social Research
The University of Michigan

Ann Arbor, Michigan

KNOWLEDGE COMMUNICATION AND UTILIZATION: An Exploratory Study

A. Description of Primary Professional Roles, Functions, or Duties

As a context for considering the questions which follow, we would like
you to identify yourself in terms of the organization you belong to and the
work you do. Since you probably do many more things than can be listed in
the space provided below, indicate only those aspects of your job which are
most salient to you.

1. What are your major work activities?

2. Please check the group below which most closely identifies your job. ,(If
more than one applies, pick the one on which you spend the greatest amount
of time.)

Federal

a. Federal policy and planning staff
b. Federal research administration staff
c. Federal program administration staff
d. Federal dissemination and utilization staff
e. Federal regional office staff

Non-Federal Agencies

f. State agency administrative or service personnel
g. State agency research, demonstration, or dissemination personnel
h. Local public agency administrative or service personnel (e.g.,

city or county vocational rehabilitation centers, mayor's
office, etc.)

i. Local public agency research, demonstration, or dissemination
personnel

j. Private agency service personnel
k. Private agency basic or applied research staff
1. Private agency demonstration, dissemination, or utilization staff
m. University/college basic or applied research staff
r1,_ University/college demonstration, development, dissemination,

or utilization staff
o None of the above categories applies to my work role. I would

1 would suggest the following category instead:

-348-



A

P. Linkages with Other Groups

In this section we are concerned with the important contacts you have with othe'r
groups. We will begin with the contacts in which you receive information from other

groups, and later will cover those contacts in which you send information to other
groups.

1. Select the two groups (excluding your own) from whom you receive the most
important information. For both of these groups, answer the following
sets of questions.

1.1 FIRST GROUP (Important information received):

a. Briefly identify the person, group, or organization outside your own
group from whom you receive the most important information. If a
person, indicate organization and role.

b. Referring to the list on page 1, enter the letter designation (a-n)
of the group which most closely corresponds to the person or group
you have identified in "a" above.

c. How frequently do you receive information from members of this group?
(Circle one.)

d.

-1 2

once a every few
year months

3 4

at lea ..t at least
once a once a
month

5

at least
once a

week day

How do you typically get information from members of this group?
(Choose a maximum of three ways, ranking them with a 1 for the most
frequently used way, 2 for thesecond, and 3 for the third.)

ConVersation

Telephone

Correspondence or memos

Aeports

Journals

Books

Conventions, professional
meetings, conferences

Abstracts, summaries

Guidelines, procedure manuals

Other (specify):

e. What type of information do you typically receive from members of this
group? (e.g., research study, evaluation, model design, performance
data, etc.) If possible, cite specific examples of the most typical
information received.

f. How do you use this information in your work/ (e.g., "to design new
program"; "for use in budgeting", etc.)
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1.2 SECOND GROUP (Important information received):

a. Briefly identify the person, group, or organizatiOn outside yOur own_
group from whom you receive the most important information. If a
person, indicate organization and role.

b. Referring to the list on page 1, enier the letter designation (a-n)
of the group which most closely corresponds to the person or group
you have identified in "a" above.

c. How frequently do you receive information from Members of-r-this group?
(Circle one.)

1 2 3 4 5

once a every few at least at least at least
year months once a once a once a

month week day

How do you typically get information from memberp of this group?
(Choose a maximum of three ways, ranking them with a 1 for themost
frequently used way, 2 for the second, and 3 for the third.)

Conversation Books

Telephone Cony-entions, professional
meetings, conferences

Correspondence or memos

Reports

Jiburnals

Abstracts, summaries

Guidelines, procedure manuals

-Other (specify):

e. What type of information do you typically receive from members of this
group? (e.g.., research study, evaluati.on, model design, performance
data, etc.) 'If possible, cite specific examples of the most typical
information received.

f. How do you use this information in your work? (e.g., "to design new
program"; "for use, in budgeting", etc.)
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2, Now we would like to switch our attentiOn:to those groups to whom you send
information.' Again, choose the two most important groups (excluding your own)
to whom you send i'nformation.

2,1 FIRST GROUP (Important information sent):
4

a. Briefly identify Ole person, group, or organization.outSide your own
group to whom you send the most important information. if.a person,'
indicate organization' and ro15.-4

.P

b. Referring to the list,on page 1, ever the letter designation (a-n)
of the group which most closely corresponds. to the person or group
you have identified in "a" above.

c. How frequently do you send information to members of this group?
(Circle one,)

1. : 2 3. . 4 5

once,a every. Sew at least at least at least
year months once a once a once a

month week day

d. How, do you typically send infprmaion to members of this group?
(CAoose,a maximum of three ways, ranking them with a 1 for the most
frequentlY used way, 2 fot the.second, and 3 for the third.)

,

_ .

t-onversation

Yelephone

Correspondence or memos

Reports.

Journals

Books

Conventions, professional
.,,,meetings, conferences

Abstracts, summaries.

-Guidelines, 'procedure; manuals

Other (specify):

e. What' type 'of information do you typically' send to members of this .group?

f. = Ta the best of your knowledge, for what purposes do members of this
.group typically.use the information you_send to them?

g. How do yaw determine How, or to what extent, they use the infOrmation
you send to them?

-351-

,t



2.2 SECOND GROUP (Important information sent):

a. Briefly identify the person, group, or organization outside your own
group to whom you send the most important information. If a person,
indicate organization and role.

b. Referring to the list on page 1, enter the letter designation (a-n)
of the group which most closely corresponds to the person or group
you have identified in "a" above.

c. How frequently do you send information to members of this group?
(Circle one.)

1 2 3 4 5

once a every few at least at least at least
year months once a once a once a

month week day

d. How do you typically send information to members of this group?
(Choose a maximum of three ways, ranking them with a 1 for the most
frequently used way, 2 for the second, and 3 for the third.)

Conversation Books

Telephone Conventions, professional
meetings, conferences

Correspondence or memos

Reports

Journals

Abstracts, summaries

Guidelines, procedure manuals

Other (specify):

e. What type of information do you typically send to members of this group?

f. To the best of your knowledge, for what purposes do members of this
group typically use the information you send to them?

g How do you determine how, or to what extent, they use the information
you send to them?
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C. The Role of Information in Crisis Situations

Although our preceding questions have been concerned with "typical" situations,"
we also are interested in what happens during the "crisis situations" which occur O

from time to time in most jobs. Since there may be no such thing as a "typical
crisis," we would like you to think about the most recent situation you would describe
as a crisis in your work.

1. What ras the nature of this crisis?

2. To what extent did you need information from either within of outside of your
work organization in order to deal with this crisis? (Circle the appropriate
number for each.)

To a small To a large
exteht extent

internal information 1 2 3 4 5

information from outside 1 2 3 4 5

What specific types of information did you need in order to deal with this
crisis?

4. From whom did you attempt to get this information?

a. Were you successful lin getting this inforTation?

Yes, completely\ Yes, in part No

b. If your success in g4tting this information was less than complete, what
were the problems you\encountered?

5. Assuming such crises will reoccur in the future, what might be done to
insure that needed information available?
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D. Information Needs

We would like you to consider your greatest unmet need for information.

1. What type of information do you need that you are not getting? (e.g.,

research, evaluation, performance data, bibliographies, state-of-the-art
etc.)

E.

2. For what purpose do you need it?

3. From whom should this information come?

4. How (by what means) would you prefer to receive this information?

Opinions on Dissemination and Utilization

1. What do you think is the most effective way to insure that the knowledge
produced by research actually gets put into use?
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F. Dissemination-Utilization Process and Procedures

The statements below are derived from research
and literature on dissemination and utilization (D&U).
We would like you to rate the importance of each of
these statements for the improvement of the DUI pro-
cess generally. Having rated the importance of each
item, we then would like you to consider how well
such processes are presently handled in the area of
human or social need which is most relevant to your
work.

In your opin-

ion, how im-
portant is
each of the
following for
the improve-
ment of the
D&U process
generally?

To what extent
are these pre-
sently exempli-

fied in the
D&U activities
in the area of
human or social
need which is
most relevant
to your work?

C
0

C

0m
E

L >.
O

L

0. 0

>.L -0
> X0

1. Collaboration and cooperation between researchers and
users to find and ada t what is useful.

. Preceding utilization efforts by a 1 cycle of re-
search, development, and evaluation.

3. Systematic planning of utilization activities.

4)

4.2

_c

m
L
0

a)_

4. Selecting a competent staff to implement change.

1105. Starting out with adequate financial resources to do
the job.

-76. Stressing self-help-by those who are going to be the
users of the research or chan e contem lated.

7. Adequate diagnosis of the real user need.

01
a)

a)

(0
L
4-1

-13

0
E.

0

a)
L

-0

.0
rn

4-;
Co

0 48

8. Involvement of informal leaders of opinion.

9. Informal personal contacts with those who need to accept
the change.

10. Reciprocal feedback by both users and researchers.

11": Adequate contacts by user with resource groups outside
his own organization and referende group.

12. Communication between levels in user organizations.

13. Making sure users are clear about the purpose of the
research and the ways it might be used.

14. Careful organization of the planning and implementation
efforts.

15. Encouraging resource groups to help users revise,
adapt or draw appropriate implications from research
findings.

1-67 Generating .a willingness of users to change their
behavior or listen to new ideas.

17. Generating a feeling users that the research findings
would have hi h benefit for them in their work.

410117 Minimizing frustration and difficulty encountered by
users trying to adopt or adapt research findings.

19. Coordination and teamwork within the user system.

20. A concerted campaign to put the research implications
across.
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G. Background

1. Your job title:

2. Organization for which you work:

3. How long -have you:

a. had this job?

b. worked in this organization?

4. Your age:

5. a:t Years of education completed or highest degree obtained:

b. Field in which most advanced degree earned:
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ISR
CENTER FOR RESEARCH ON UTILIZATION OF SCIENTIFIC KNOWLEDGE INSTITUTE FOR SOCIAL RESEARCH / THE UNIVERSITY OF MICHIGAN

ANN ARBOR, MICHIGAN 48106

Our Center has undertaken an exploratory study of the ways in
which newinformation is used in the day-to-day operations of
government and non-government organizations. The study has been
undertaken with the cooperation of four government agencies which
sponsor'a good deal of research and development (R&D) activity
relevant to human and social needs.

These agencies are concerned that the research and development
work which is done have some meaningful ihpact on program improve-
ment and on solving significant problems in the areas of employment,
education, rehabilitation, mental health, and the social welfare of
citizens of different ages. I think we all share this concern, yet
no one including the government has the certain knowledge of haw
R&D canobe communicated and utilized most effectively.

This project represents a beginning inquiry along these lines;
in the next few weeks we will be asking a small number of researchers,
administrators, policy makers, and users how they now use new infor-
mation in their working life. For this purpose, we have developed a
form in which we have set down some rather basic questions about how
people use information.

We asked the staff of the Division of R&D Utilization of the
Manpower Administration to select a cluster of 15 people in each of
several work roles representing important potential users or producers
of knowledge. You have been nominated by them to be a participant
In this study,. and we would be very grateful for your help.

By this letter, we want to introduce you to what we are doing
and to pose a few questions about your information using activities;
after you have had a chance to think about these questions for a
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few days, we will send you a questionnaire form which focuses on
these same question areas. I believe that the total process should
be interesting and thought-provoking, and that you will see the
outcome as something of value to yourself personally as well as to
the field as a whole. At least we will strive to make it so, and
we will welcome your suggestions of how to do this in a way that
is most relevant and meaningful to you.

When all of the questionnaires are returned to us and the
results tabulated, we will return the summary results* to everyone
who is participating in the study and we will welcome further re-
actions from you at that time, also.

With your help I think we can make a start at unravelling the
problem of knowledge "utilization". Please call me collect at
(313) 764-2560 if you have any questions about the project and its
objectiyes.

Sincerely yours,

Bonnie Ramirez
Project Coordinator

Project Co-Directors
Ronald G. Havelock
David A. Lingwood

BR: rw

Enclosures

*Your own individual responses will be regarded as strictly coI-
dential.



ISR
CENTER FOR RE/SEARCH ON UTILIZATION OF SCIENTIFIC KNOWLEDGE / INSTITUTE FOR SOCIAL RESEARCH / THE UNIVERSITY OF MICHIGAN

ANN ARBOR, MICHIGAN 48106

Enclosed you will find the questionnaire form we referred to in
our letter of June 23, 1972. We have included a return envelope,
self-addressed and stamped, for your convenience in mailing the form
back to us.

Your replies will be held in strictest confidence, and you will
not be identified in any way in our analysis. The identification
number on the top of the questionnaire is only for our administrative
use, and serves to save you the inconvenience of further mailings.

As we will be returning the summary results to all participants,
we would suggest that you make a copy of your own reactions so you
can compare them with those of other people in positions both similar
to and different from your own.

We appreciate your participation in this study on knowledge
dissemination and utilization and look forward to receiving your
completed questionnaire form as soon as possible.

BR:gh

Enclosures
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Bonnie Ramirez
Project Coordinator

Project Co-Directors
Ronald G. Havelock
David A. Lingwood



1SR
CENTER FOR RESEARCH ON UTILIZATION OF SCIENTIFIC KNOWLEDGE / INSTITUTE FOR SOCIAL RESEARCH / THE UNIVERSITY OF MICHIGAN

ANN ARBOR, MICHIGAN 48106

We have not yet had a response from you or your
office since mailing out the form on knowledge communi-
cation and utilization about three weeks ago. We would
very much appreciate your participation in the project.
and would like to make your task as easy as possible.
Therefore, if you have encountered any difficulties,
hope you will not hesitate to call me collect at
(313) 764-2560. In the event that this form has been
misplaced, an additional copy is enclosed for your
convenience.

RGH:rw

Enclosures

Sincerely yours,

Bonnie Ramirez
Project Coordinator

Project Co-Directors -

Ronald G. Havelock
David A. Lingwood
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Telegram (Night Letter)

WE HAVE NOT YET RECEIVED YOUR QUESTIONNAIRE RESPONSE TO THE KNOWLEDGE

COMMUNICATION AND UTILIZATION SURVEY. WE STILL NEED YOUR PARTICIPATION

TO INSURE VALID DATA AND WOULD LIKE TO HAVE YOUR RESPONSE AS SOON AS

POSSIBLE. IF YOU HAVE ANY QUESTIONS OR NEED A NEW COPY OF THE QUESTIONNAIRE

FORM PLEASE PHONE MRS. BONNIE RAMIREZ COLLECT AT (313) 764-2560.

RONALD G. HAVELOCK
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A PROBLEM-SOLVING PACKAGE

FOR DISSEMINATION AND UTILIZATION

OF KNOWLEDGE

David A. Lingwood
Project Director

Centers for Research on Utilization of Scientific Knowledge
Institute for Social Research
The University of Michigan

June '6, 1973
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THE D&U MODEL 'PACKAGE

INTRODUCTION,
.

This is an outline for a process of prOblem=solving in the'arla

the Havelock D&U model. It asks a system to develop an open, p Id-pat-lye

method of learning about its D&U activities, and gives action suggestins

designed'to turn system introspection into creative change.

We will begin with the prerequisites needed for the activity (which
r

may take months. in large systems--if, indeed, can ever be finished). NeXt,

you will be asked'to answer many questions about your system. These are

divided into six steps. The last (seventh) step involves putting your

learnings to use -- all of the work which goes before is meaningless without N,

this step.

.,
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THE SIX STEPS

You will be asked to work your way through a series of six steps

derived From a model of the R&D-D&U process developed by Havelock (Havelock,

1972, and Havelock & Lingwood, in press). This is a model of the processes

and. functions involved in the production and utilization of scientific

knowledge, rather than a model of structures. Thus, you will have to

identify your own particular structures zs they relate to the processes

described.

We will ask several questions in each step, and give you hints on ways

to go about developing answers. Take your time with each step, and don't

short-cut to early solutions before you have gone through the whole process.

STEP "0" PREREQUISITES

You are about to begin an analysiso0 your R&D-D&U system which will

require a great deal of hard work. You will need an extended period of

time -- this task cannot be done in a meeting or two; you must be able to

dig up information, bring to the surface and deal with opposing views,

values and perspectives, and put it all into some usable framework. You

will need support and participation of all levels of your system from

highest policy maker to most remote client.

Frankly, if you don't think you can muster all of the prerequisites,

then you probably shouldn't begin. If you can't see m. chance for open

sharing and work for change, then stop here.
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Trust, openness and change capacity can be developed, however. As

we go along we will suggest processes designed to ease this development.

At the beginning you will probably need as much attention to how you are

working as to the work products themselves. Frequent review of your processes

(say at the end of each meeting) will be useful.

As you go along you will begin to see things to ±1, changes to be made,

new roles, tasks, etc. You will have to have the ability (top level support,

time, staff, money) to get this work started., Early failures may be overly

discOuraging to all involved. You might begin with changes you are sure

have a high chance of succeeding. However, don't become overly dependent

on such "incremental" progress a step at a time makes progress only if

you are going in the right direction.

You will also need the skills and capacity to integrate all of the

results obtained. This not only helps you see how the pieces fit together,

but allows you to identify the key changes which will bring other problems

under control.
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STEP I: THE CLIENT SYSTEM

We will begin analyzing your D&U system with those who are the targets,

recipients, or actual or potential users of the knowledge in it. The heart

of the-task at this-point is comparison between what you think= are the

attitudes and behaviors it your client groups, and what they themselves think.

Your "assignment" is to answer the questions below separately for each of

Your important client groups. You will begin by identifying who these clients

are.

SUGGESTED ACTION STEPS: Convene a group of
people from'your level to derive consensual
answers to the questions below. At the same
time, or immediately after you finish, bring
together a group composed of teams from each
of your client groups. Let them answer the
same questions from their point of view. Next,
get everyone together to compare results and
work to understand (and build processes to
solve) the differences in pzrcept ions.

1.1 Who are your important clients (people or groups who get services or
information from you)?

'PROCESS: Write the name of each client group
At the top of a large sheet of paper, one sheet
per client, then answer the questions below
separately for each client group.

FOR EACH CLIENT GROUP:

1.2 How does this client sense his own needs for change (any kind --
that is, anything not being done now)?

1.3 At a general level, what are the?most pressing present needs of
this group?

1.4 More specifically, how do the group's needs break down among the
following types of need?

1.41 -- new capabilities (funds, staff, support, mandate, freedom, etc.)

1.42 infOrmation (of any kind):
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Within the information category, what are the needs for:

1.421 -- information based on research and/or development?

1.422 all other types of information?

1.43 Now, which are the "keystone" needs which must be met first?
(Try to prioritize, or develop a logical flow of needs7T---

1.5 How does this client currently make known his needs for each area
above (i.e., 1.41,. 1.421, 1.422).

YOUR EVALUATION
SUGGESTED ACTION STEPS: At the end of each
section we will ask you to move away from the
facts with which you have been dealing and give
your attitudes, feelings, or evaluations about
what has just been covered. Often these will
be in the form of scales o, other easily-scored
items. We suggest you appoint someone to gather,
score, and report back to you what you think.
The same person or someone else should then lead
a discussion on the results and their meaning.
If you are working in groups (e.g., managers and
clients) prepare the results so as to compare
what each group feels. These steps should be
used consistently as you finish each section.

You may find that, as you compare your work
in the "fact gathering" and evaluation sections,
you will want to move on to "OK, so what do we
do about this?" This is natural, but it can
lead to premature action plans since you will
need the results from all steps in front of you
to be able to do a complete job. So, try to
keep the suggestions from getting out of hand
in the early stages. Develop a system to record
those which do come up for later use, make sure
everyone knows of the system, then make very
sure you do refer back to the "file" when you
begin developing solutions and actions.

So far we have askedcyou for your impressions of the "facts." Now we want

your opinions on the client systems you serve.

PROCESS: If your clients have been involved,
they should answer the questions from their
point of view, looking back at you and the
services you provide to them. They should
concentrate more on E1.2 than on E1.1, but
should do some work on both. ii--7-'°-
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E1.1 What additional clients should you have, and why?

E1.2 Check the appropriate level of activity for your group vis a vis each
of your clients for both activities below:

Activity:

Helping this client
develop a capacity
to sense and transmit
his needs

Actually helping this
client become aware of
needs he may not feel
now
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STEP 2: SENSING CLIENT NEEDS

Here we want to turn around the analysis you've done so far. Before

we were talking about needs of particular clients as you see them. Now we

want you to think Of how you as a group collect, synthesize, and make use of

information from all your clients about their needs.

PROCESS: If there are different "need-sensing"
methods you use for different clients, you will
want to continue the one-page-per-client approach
used before.

2.1 How do you determine what your client's needs are:

2.11 quantitatively or through some formalized procedures?

2.12 -- other ways? (Specify)

,2.2 How do your client's needs get transmitted to:

2.21'-- policy makers?

2.22 -- administrators of service programs?

2.23 -- administrators of R&D programs?

2.24 -- the research and development community itself?

2.3 How do the needs transmitted to each of these three groups get handled?
That is, do needs result in policy changes, new services, or R&D?
Specifically:

2.31 How do policy makers respond to client needs? How open are they to
what clients are saying? How much freedom do they have to make
policies to meet needs? And at a broader level, what are their
policies regarding the need-sensing process itself?

2.32 How do program administrators respond to needs? How open are they?
Is there a great deal of delay and red tape before needs can be met?
Or, do they have the capacity to meet needs at all?

2.33 How do research administrators respond to needs? How open are they?
Do they approach client needs as useful guides to creating relevant
research, or see them as shopping lists or gripes not amenable to
scientific investigation? Is there freedom to modify research
lines,or broad programs to fit new needs?

2.34 How easy or difficult is it to get researchers interested in working
on topics related to client needs? What are the media available to
-get, need statements to decentralized researchers?
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2.4 What influence does your group bring to bear on each of the four groups
above to make them more sensitive to client needs?

YOUR EVALUATION

E2.1 Check the appropriate level of activity, by your group or others as
specified, for each of the client need-sensing activities below.

Activity:

The activity of your group in
gathering client needs

The activity of your whole
system in gathering client needs

The activity of your group in
transmitting client needs to:

policy makers

program administrators

research administrators

R&D community

The amount and quality of work
each group below does in

responding to client needs:

your own group

policy makers

program administrators

research administrators

R&D community
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STEP 3: THE SOLUTION-BUILDING PROCESS

t Now we want you to consider the ways problem solutions, particularly

those involving new knowledge, are produced in your system.

3.1 Looking at the R&D knowledge used in your system, what proportion of
that knowledge is produced by persons who are employees of the system
(not including persons under grant or contract)?

IF ALL R&D KNOWLEDGE USED IS PRODUCED OUTSIDE, GO TO QUESTION 3.2.

3.11 Considering those R&D producers in your system, first, how do
they decide (or have decided for them) what R&D projects to
undertake? List all the factors, forces, and people or groups
who influence choice of projects.

3.12 What does the leadership of research inside your system view as
most important: producing science which is maximally acceptable
to the scientific community, knowledge which is maximally useful
in solving real problems among clients, or some mix of the two?

3.13 List all of.the pressures and forces you can think of which
directly affect the researchers inside your system in:

3.131 assisting them to do client-relevant work

3.132 hindering them in doing this work.

PROCESS: Make a sheet with two columns, one
headed "Helping forces", and the other "Hindering
forces." List out all of the forces you can
think of in each column, then compare the columns
when you've finished.

3.14 All in ail, does your system seem to reward or punish its scientists
for producing client-relevant knowledge, or becoming involved in
activities designed to communicate knowledge to users?

3.15 Do the scientists inside your system have access to specialists
who can_help them understand clients better and/or help them put
knowledge into forms most useful to clients? If they have access,
do they use the people available?
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IF ALL R&D KNOWLEDGE USED IS PRODUCED INSIDE YOUR SYSTEM, GO TO QUESTION 3.41,

3.2. Let's consider for a moment those R&D knowledge producers outside of
your system whose work you sponsor and/or use.

3.21 How do you determine who the relevant R&D personnel are; i.e.;
those best suited to produce a given kind of knowledge? How do
'you become aware of new R&D talent, or personnel with whom you
have never worked?

3.22 How do you maintain contacts or access to outside R&D personnel?

3.23 Do outside R&D personnel tell you what they want to do, or do you
tell them what needs toe done (or if both, in what situ,tions
does each apply)? Do yoksuse RFP's exclusively?

3.24 How do you insure that results produced by outside R&D personnel
will meet the needs of clientg? How do you influence or control
applicability?

3.3 How much R&D have you sponsored to investigate the process of knowledge
production, dissemination, and use itself? (IF NONE, GO TO QUESTION 3.4).

3.31 Were the needs for such work seen and supported by policy makers
before the work was begun? What is the organizational climate
or opinion about such work?

3.32 How have these studies been utilized; what changes have resulted
in the way your system does its work?

3.33 What awareness and acces's do you have to the.community of scientists
and other agencies who are also doing-research and action on the
knowledge production-dissemination-use process? How are you using
their work?

3.4 Considering all of the research knowledge produced and/or used in your
system, is it available with a short-enough "turn-around time" so that
it is still meaningful to clients when the research is finished?

IF NO: f

3.41 What, if anything, could be done to decrease turn-around time?

3.42. If turn-around cannot be substantially decreased, how might research
planning efforts be increased or improved so that research done now
may better anticipate what clients' needs will be when the results
are in?

(Compare with what you said about client need-sensing.)
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3.5 What is the current mix between basic and applied research in your system?

3.51 Who sets the mix, or how is it done?

3.52 Is there general satisfaction with the mix?

3.53 Do applied R&D projects build from findings of earlier basic research?

3.54 If your system has been moving to more applied research lately: how

do you insure your basic scientists will not be dropped by the
wayside, and their more fundamental work ignored by the new trend?

YOUR EVALUATION

E3.1 As you see it, what are the most important problems with the research
knowledge now produced in or for your system?

ImportanCe of problem:

Not a Very
. Problem Important

Problem c.

Overall quantity of knowledge 1 2 3 4 5

Overall quality of knowledge 1 2 3 4 5

Basic/applied mix . . . . , ..... . . 1. 2 3 4 5

Sources (who is doing the work) 1 2 3 4 5

Monitoring or evaluation of R&D 1 2 3 4 5

Funds available to produce research . . . 1 2 3 4 . 5

Extent to which results meet client need. 1 2 3 4 5

Extent to which knowledge, once produced
actually gets sent to users . . . . 1 2 , 3 4 5
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STEP 4: DISSEMINATION OF KNOWLEDGE

Once an item of research knowledge is produced, it must be translated for

and transmitted to appropriate audiences. Here we will ask you to look at the

translation and dissemination activities of your system.

4.1. Knowledge transformations: How much effort is put into:

4.11 -- adapting R&D findings from the traditional scientific media,

e.g., journals and reports, to media the intended clients actually ,

use?

4.12 -- changing the format and/or presentation of information to match
the language of the client?

4.13 -- changing the type or content of information given to clients,
e.g., by combining practical application information with the R&D
findings?

4.14 What is your actual capacity for producing documents and output
in all media?

PROCESS: List all of the output media you use
across the top of a large. sheet of paper, then
list the following down the side: funds available,
printing regulations, mailing lists, technical
experts, (etc.). Cross out the combinations which
don't make sense, then fill in the ones which do
with the information you have.

4.15 What is your capacity for storage and retrieval of information:
e.g., indexing, search staff, computer systems, etc.?

4.16 What'is your capacity for collecting or producing summaries, abstracts,
bibliibgraphies, and other guides to R&D.tnformation? Do these
cover all knowledge in their field, or just the work `you produce
or sponsor?

4.2 Knowledge Transmission (Dissemination):

t

'PROCESS: Answer the questions below, for each
lof your important-client,groups.
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4.21 As far as you know, what media does this client actually use?
For what types of information?

4.22 How do you find out the above?

4.23 What media are you now using to reach this client?

4.24 How do you monitor the effects or uses of information you send
to this client'?

4.25 How do you help this client to understand, adapt, test, install,
and make permanent the solutions he gets from the R&D knowledge
you send him?

4.26 Now, 'what are the most important pieces or types of information
you think this client has gotten from you in the past few years?
(Pick a more specific time frame meaningful -to you if you can).

K.
SUGGESTED ACTION STEPS: After you have answered
the' questions for Step 4, convene. representatives
from each of your client groups (the same as used
in Step 1, for example), and have them.answer
the same questions from their perspective,: Compare

the differences and discuss why the various groups
see things differently.
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ACTION STEPS: Again, have client representatives
. answer the questions below. Then discuss differ-

ences, relating evaluation to what was said in
Step 4.

YOUR EVALUATION

E 4.1 Evaluate your system's work
in each of the following
activities:

Translating:

from one medium to others

using language of client

expanding & including

appliCfcatjon knowledge

building our capacity to output
information

Transmitting:

usinglbest media for each, client

determining client media preferences

monit ring effects

helpi users adapt & adopt
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STEP 5: INTERACTION
t:t

So far we have dealt with linkage between knowledge producers and

consumers from a formalized and rather impersonal perspective. Many D&U
1

actistjties involve direct contc1. between sources and users of knowledge
!

however,,so let's turn to these, "micro-system" opportunities.

';1

I

5.1 "Oat opportunities amid procedures exist to foster the following
kinds of interchang, between users and knowledge-producers:

ft

5.11 informal get togeihers, phone consultation,'Cdrrespondence?

5.12
workshops,/seminars, task-related meetings?:

formal i teract'on procedures - reviews, rlaCtion memos, joint
supervilqion :of work, etc.?

, /
5.2 Whb sponsor ,or instigates these; who monitors needs for them?

5.3 What have /bean the most important outcomes of these interchanges?

5.4 Are there any combined projects or work settings (e.g., demonstration
or piltit projects,`' R&D-application projects) in which both researchers
and users are active?

2

5.4 Is participation equal and is decision-making shared, or is one
nroup controlled by anoth,pr?

. 5.5 re there any projects or progra of work in which there is a high
priority on each group learning r,e perspective and skills of the

' other, atiove and beyond just gett ng the job 'dome?
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YOUR EVALUATI ON

E5.1 Give your opinion on the adequacy of opportunities for each of the
following in your system:

a. Chances for researchers and users
to get together informally

b. Chances for researchers and users
to work together on.joint projects

.c. Chances for researchers and users
to exchange perspectives and skills

Too
little OK

Too
much

1' 2 3 4

1 2 3 4 5

1 2 3 14 5

E5.2 Who (person or group other than your own) would you most like to work
with on a joint project?

5.21 What project?

5.22 What would you like to gain from this?

5.23 Why haven't you done this already?
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STEP 6: RDD&U SYSTEM OVERVIEW

For any complex system to function smoothly, someone must have a grasp

of "the big picture": Who is doing what, and how do all of the parts fit

together? This overview is necessary for both planning and day-to-day

operations.

k

6.1 Who does the job of monitoring the whole system and building models
of it?

6.11 Is there sufficient capacity and information to allow this job
to be done? Is there time?

6.12 Is the overview function formal and regular, or does the job
get done only informally and infrequently?

6.2 Once gaps are recognized, what mechanisms does the monitor have for
starting work to fill them?

6.21 Is there the capacity to make changes seen as necessary?

6.3 Who does the job of making all system members aware of the fact that
they are part of a system, and where they fit in it?

6.4 Who represents the whole system to others outside?

6.41 Does this person/group have enough accurate and
enough power to do the job well?

6.5 Who monitors other systems, learns from their D&U effort,
and brings that knowledge back for use in our system?
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YOUR EVALUATION

E6.1 To what extent does each of the following statements reflect the
state of affairs in your system?

We are too busy caring for the
trees to work on the forest.

The "system" isn't one it is

just a collection of unrelated
things.

Coordination of activities is seen
as a threat to individuals and
programs.

We fill recognized gaps only with
new programs unrelated to other
activities.

Others see us as a coherent system
with clearly stated goals and
optimum programs to reach them.
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STEP 7: NOW WHAT?

The first step in building trial solutions from the work you have

done must be to interrelate your answers to each of the six steps, looking

for "keystone" problem areas -- those which control solutions to other

identified problems.

We suggest you work as a combined group (e.g., providers and clients)

to list the key problems in each step in a format like this:

Solution-Building

Problem A

Problem N

The System

Problem A

Problem N

Dissemination

Problem A

Problem N

Interaction

Problem A

Problem N

Need Sensing

Problem A

Problem N

The Client System

Problem A

Problem N

Next, by consensus if possible, choose one area to start on. Pick an

important problem you feel you can be successful with -- this will be a

shakedown of your problem-solving system as much as anything else, so don't

.take on a large, high -risk topic.

-383-



Next, go back to the file of solution/action suggestions you have

been keeping, and use those which apply to the problem as a kick off to a

session in which you design several alternative ways to solve the problem.

From here on you must choose whether to put the solution into your normal

channels, or to build some ad-hoc method to attack the problem. Whichever

is chosen, assign some person(s) to serve as a monitor of the action with a

charge to report back to all of you during the trial process.

You should also develop a way of producing an archival record of

your work, making sure the record gets to all levels of your system.

From this point, it is difficult to make specific suggestions --

each system will be moving to somewhat individual approaches to solving

problems. However, keep the following in mind:

- -don't disband your group; keep it as a force behind your first

solution trial, and re-convene it when this is finished to decide

where to go next and how.

--the skills and information you've gained are valuable; you should

strive for official recognition of your usefulness in future

change efforts.

- -monitoring and evaluation efforts should be developed for your

own efforts, and the results fed back into your process.

- -if the comment above sounds familiar: you are beginning to see

that all the steps you have been through may be applied to analysis

of your group as an innovation, a need-senser, solution builder,

disseminator, client helper, etc.

- -see your work as a constant course-correction process which must

be repeated from time to time rather than a one-shot activity.
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